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ABSTRACT 

Developed as part of the Marine Corps Institute (MCI) 
correspondence training program, this course on supply management is 
designed to provide the supply chief with an understanding of the 
fundamental functions of supply management as it applies to a supply 
office. Introductory material* 1 include specific information for MCI 
students, a course introduction, and a study guide (guidelines to 
complete the cotrse). The 15-hour course contains four study units. 
Each study unit begins with a general objective. The study units are 
divided into numbered work units, each presenting one or more 
specific objectives. Contents of a work unit include a text and study 
questions/exercises. Answer keys are found at the end of each study 
unit. At the end of the course is a review lesson. Topics covered in 
the study units include functions of management (planning, 
organizing, directing, controlling), decision-making process, 
organizing and managing the supply office, and setting goals. 
(YLB) 
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INFORMATION 
FOR 



MCI STUDENTS 

Welcome to the Marine Corps Institute training program. Your interest in 
self-improvement and increased professional competence ( * commendable. 

Information is provided below to assist you in completing the course. 
Please read this guidance before proceeding with your studies. 

1. MATERIALS 

Check your course materials. You should have all the materials listed in 
the "Course Introdi ction." In addition you should have an envelope to mail 
your review lesson back to MCI for grading unless your review lesson answer 
sheet is of the self-mailing type. If your answer sheet is the pre-printed 
type, check to see that your name, rank, and social security number are 
correct. Check closely, your MCI records are kept on a computer and any 
discrepancy in the above information may cause your subsequent activity to go 
unrecorded. You may correct the information directly on the answer sheet. If 
you did not receive all your materials, notify your training NCO. If you are 
not attached to a Marine Corps unit, request them through the Hotline (autovon 
288-4175 or commercial 202-433-4175). 

2. LESSON SUBMISSION 

The self-graded exercises contained in your course are not to be returned 
to MCI. Only the completed review lesson answer sheet should be mailed to 
MCI. The answer sheet is to be completed and mailed only after you hav> 
finished all of the study units in the course booklet. The review lesson has 
been designed to prepare you for the final examination. 

It is important that you provide the required information at the bottom of 
your review lesson answer sheet if it does not have your name and address 
printed on it. In courses in which the work is submitted on blank paper or 
printed forms, identify each sheet in the following manner: 

DOE, John 0. Sgt 332-11-9999 
08. 4g, Forward Observation 
Review Lesson 

Military or office address 
(RUC number, if available) 

Submit your review lesson on the answer sheet and/or forms provided. 
Complete all blocks and follow the directions on the answer sheet for 
mailing. Otherwise, your answer sheet may be delayed or lost. If you have to 
interrupt your studies for any reason and fina that you cannot complete your 
course in one year, yod may request a single six month extension by contacting 
your training NCO, at least one month prior to your course completion deadline 
date. If you are not attached to a Marine Corps unit vou may make this 
request oy letter. Your commanding officer is notified monthly of your status 
through the monthly Unit Activity Report, In the event of difficulty, contact 
your training NCO or MCI immediately. 
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STUDY UNIT 1 



FUNCTIONS OF MANAGEMENT 

STUDY UNIT OBJECTIVE: UPON SUCCESSFUL COMPLETION OF THIS STUDY UNIT, YOU HILL BE 
ABl£ TO IDENTIFY THE FOUR FUNCTIONS OF MANAGEMENT: PLANNING, ORGANIZING* 
OIRECTINGi AND CONTROLLING. 

Enlisted personnel are not Initially accepted Into the Marine Corps as "Managers." 
They do have some knowledge or skill that the Marine Corps develops to accomplish Its 
mission. Eventually* some enlisted personnel who perform effectively art given positions of 
leadership. These major changes and challenges present some problems for most new managers. 
As a supply chief* the new manager soon realizes that the technical skills that he has 
mastered are Insufficient In facing the multitude of situations which will demand 
solut!ons-*not the text book solution* but the manager 1 * own solution. 

The supply chief has a variety of functions. These can be so numerous that at timet 
there Is a feeling o< uncertainty and you may start to wonder why : 

Why are there never enough people or time to accomplish a task properly? 

Why* when I want something done right* I have to do It myself? 

Why each day brings a new crisis? 

Why everything piles up on me at one timet 

Why are the people working for me technically deficient or lacking In enthusiasm? 

There Is no doubt about It* very few jobs are more difficult than that of a supply 
manager; however* there are few jobs more Interesting. Supply chiefs will discover that an 
understanding of the management concepts* along with technical skills* will make the job more 
rewarding to the unit they support and to themselves. 

Section I. PLANNING 

Work Unit 1-1. PLANNING DEFINED 
DEFINE PLANNING. 

To be prepared for anticipated* routine* or contingency tasks It good planning. When 
reporting to a new conmand* the new supply chief will use certain available tools to establish 
a successful plan. Some of these tools are the unit's T/0 mission* published training plans 
by the amending officer's operations staff (S*3)* norupubllshed major projects or 
contingency plans for other areas of the unit* and pending projects within the supply support 
areas, In considering all of these samplings* a supply chief would define planning as "Where 
you want to go* how you are going to get there* and when will you arrive." When reporting to 
a new conmand* discussions should be held with the supply chief who Is being transferred about 
the plans presently In effect that are vital to the unit. This will avoid disrupting efforts 
already underway. 

EXERCISE: Answer the following question and check your answer against the one lltted at the 
end of the study unit. 

1. Define Planning. 



Work Unit U2. CHARACTERISTICS OF A PLAN 

LIST THE FOUR CHARACTERISTICS OF A BENEr'ICIAL P1AN. 

The ability to make and carry out good plans Is one of the most valuable assets a 
manager may possess. Competent planning ensures easy* smooth* and cert air completion of the 
Job. Good planning makes work easier* because the people to whom a task 1* assigned will know 
In advance where they are going* how they will get there* and when they should arrive. A 
beneficial plan also helps the personnel In your supply section to understated the overall plan 
and their place within It. 

In formulating a beneficial plan* there are four characteristics that should be 
considered 
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7. RESERVE RETIREMENT CREDITS 



Reserve retirement credits are awarded to inactive duty personnel only. 
Credits awarded for each course are listed in the "Course Introduction." 
Credits are only awarded upon successful completion of the course. Reserve 
retirement credits are not awarded for MCI study performed during drill 
periods if credits are also awarded for drill attendance. 



8. DISENROLLMENT 



Only your commanding officer can request your disenrollment from an MCI 
course. However, an automatic disenrollment occurs if the course is not 
completed (including the final exam) by the time you reach the CCD (course 
completion deadline) or the ACCD {adjusted course completion deadline) dcte. 
This action will adversely affect the unit's completion rate. 



9. ASSISTANCE 



Consult your training NCO if you have questions concerning course 
content. Should he/she be unable to assist you, MCI Is ready to helo you 
whenever you need it. Please use t!ie Student Course Content Assistance 
Request Form (ISD-1) attached to the end of your course booklet or call one of 
the AUTOVON telephone numbers listed below for the appropriate course writer 
section. 



PERSONNEL/ADMINISTRATION 288-3259 
COMMUNICATIONS/ELECTRONICS/AVIATION 

NBC/INTELLIGENCE 288-3604 

INFANTRY 288-3611 

ENGINEER/MOTOR TRANSPORT 288-2275 

SUPPLY/FOOD SERVICES/FISCAL 288-2285 
TANKS/ARTILLERY/ INFANTRY WEAPONS REPAIR 
LOGISTICS/EMBARKATION/MAINTENANCE MANAGEMENT/ 

ASSAULT AMPHIBIAN VEHICLES 288-2290 



For administrative problems use the UAR or call the MCI HOTLINE: 288-4175. 



For commercial phone lines, use area code 202 and prefix 433 instead of 

288. 
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MARINE CORPS INSTITUTE 



Welcome to the Marine Corps 
Institute correspondence training pro- 
gram. By enrolling In thta course, you 
have shown a desire to improve the 
skills you nerd for effective job pcrfor* 
mance, and MCI has provided materials 
to help you achieve your goal. Now all 
you need Is to develop your own method 
for using these materials to best ad van* 
lage. 

The following guidelines present 
a four*part approach to completing yoJt* 
MCI course success fully; 

1. Make a. "reconnaissance" of 
your materials; 

2. Plan your* study uoie and choose 
a good study eti\ ironment: 

3, Study thoroughly and system* 
aiically: 

4, Prepare tor the final t*\am* 

U MAKK A RKCOWAISSANCE" OK 
VOI R MATKHIALS 

Begin wilU a look ai the course 
introduction page, Ht*ad the COKRSK 
I.MTR'*I)l < TfON to got ilio "big plciure" 
of ihe course. Then read Ilic MAT 1 1 RIALS 
section near the b*»noni of ihe pagr in 
flttd out fthldi ie\i<st and study aids yon 
should haw recHeed wflh the course. 
If iiy or the 4 li*lod materials are miss* 
lug. sro Info rmat ion for MCI Stude n ts 
to find out how to g\M 1hi*in* If you ha\c 
everything ihai Is Hsied* you are n ndy 
to 'Yeconnoiior" vour MCI course. 
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trattons. Read a feu work unit ques- 
tions to get an idea of the types that are 
asked. If MCI provides other study 
aids, such as a slide rule or a plotting 
board, familiarize yourself with them. 
Now, gei down to specifics! 

II. PLAN YOt'R STIDY TIME AND 

CHOOSE A GOOD STl'DY ENVIRON* 
MENT 

Prom looking over ihe ci>urse 
materials, you should have some idea 
of how much study you will need to com- 
plete this course. But "some idea" Is 
not enough. You need to wot k up a 
personal study plan: ihe following steps 
should give you some help* 

©Get a calendar and mark ihoso 
day* oTttir week when yon have lime 
free for study, Two study periods per 
uetk, each lasting I to 3 hours, arc 
suggested for completing the minimum 
ivlo sunk units required each moiilh by 
MCI, Of course, wo*'k and oilier 
&vhedtiles are noi the some for everyone. 
The important thing U that you schedule 
a regular time for aludy on ihe same 
days oLeaeh *\t*ek. 




Read through ih< tablets) of con- 
tents of your ie\t(s). Vote the various 
subjects covered in ihe course and the 
order in which ihey ai r taught, Leaf 
through i hi* te\Us) and look at tW i tlius* 



[Hj Head ih*- course introduction 
page again* The section market! OKJJKH 
OK KTt DIKS lolls yon the number of 
siuily mi lis in the course and the approx* 
tmiue number of study houis you will 
need lo conifiU'fe each sludy unit. PJjyg 
ihese stud y h ours lin o vour sch ed ijl £, 
For example, if you set aside two 2* hour 
smdy periods each week and ihe ORDER 
OK STKDJKS estimates 2 study hours for 
your tirst sludy unii, you could easily 
schedule and complete ihe first study 
unit in on* study period* On your calen- 
dar you would mark 'Study Unit I* 1 on the 



appropriate clay. Suppose that the 
second study unit of your couree re- 
quires 3 study hours* In that cade, you 
wo .1*1 divide the study unit In half and 
work on «*ach hair during a separate 
study period. You would mark your 
calendar accordingly* Indicate on your 
calendar exactly tthen you p r an to work 
on each study unit for the entire course, 
Do not forget to schedule one or tuo 
study periods to prepare for die final 
exam, 

(c) Stick lo your- schedule, 

Besides planning your study 
tiim\ you should also choose a study 

t'tivfrotitp*nt that is right for you. Most 
people need a quiet place ror study, like 
a library or a reading lounge; other 
)H*oplc study better where th*rt* is back- 
ground music: still olhera prefer to study 
out-of-doors. Von must chnogr your 
study environmmr carefully so rhat if 
fits your individual needs* 

III. STIDY THOROlTilll-Y AND 
SYSTEMATICALLY 

Arnn*d with & wm'kable schedule 
and situated in a good study ituironimnit 
you are now irudy to attack your course 
study unit by study unit* To begin, turn 
to the first page of study unit U On this 
page you will find the study unit objective, 
a statement of iviiat you should be able to 
do after completing the study unit* 

IK) NOT begin by reading the 
tturk unit qtH ttrUiNs and Hipping through 
tlv text for answers. If you do so, 
you will prepare to Tait nor pass, ihc 
final <*\am. Instead, proceed as To]** 
lows; 

^) Road the objective for ibe 
fir st work unit unci then read the work 
iinrt to\t carefully. Make notes tin 
the ideas yoti feel are important. 



@ Without referring to the lest* 
answer tin- questions at the end of wie 

wurk una, 



(r, Check your auswern against 
the correct oties listed at the end of 
*hp studv unit. 

© If you miss aay of the questions* 
rrsttidythe work unit untlJ yuti •mdpfstand 
tbt' cot*vi*Lt n*sponsr, 

(K)Ooon to the neU work unit and re* 
prat st>*|ts Q\) through Q5) tintU you have com- 
pleted aU the work units In the study unit. 

BEST COPY AVAILABLE 



Follow the same procedure for each 
study unit of the caurse. if yoit have 
problems with the test °r work unit questions 
that you cannot solve on yojr omr, ask 
your section OIC or NCOIC for help* If 
ht* cannot aid you. request assistance frotn 
MCI on *he Student Course Content Assis- 
tance Requoai included with this courses 

When you have finished all the study 
units, complete the course rertew lesson* 
Try to answer each question without the »W of 
reference materials* However* If you do not 
know an answer, look It up. When you haw 
finished the lesson* take It to your training 
officer or NCO for mailing to MCI. MCI 
will grade it and send you a feedback sheet 
listing course references for any questions 
that you miss* 



IV. PRE1MRK FOR THK KINAI. KXAM 
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How dn ytju prepare Tor the final 
t*\am" KoUow tlirae four ntepw; 

Q Kevifu each study ttiit objective 
as a summary of what *as taught In the 
con rae. 

(h) Hen-ad alt portion* or the 
thai > mi ft dint I particularly diffic tit. 

(c)Ri'VM'» nil rht- uork tmlt qtit*fttlotis # 
paying special uirrmion to tliose yu\\ tnissi'd 
ilw* fit' Hi tint' 1 art mud. 

(Jj) Study the course review 
lesson, paying particular attention 
to the questions* you mtascd* 

If you follow tbeae simple 
atopa, you should do well on the 
final. GOOD LVCKt 
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SUPPLY MANAGEMENT 



Course Introduction 

SUPPLY nAHAOEMFtl T Is designed to provide the supply chief with an understanding of the 
fundamental functions of supply aanagenent as It applies to an FnT supply office. 

ADMINISTRATIVE INFORMATION 

ORDER OF STUDIES 



Study unit 


Study 




Hurther 


Hours 


Subject Matter 


1 


3 


Functions of Management 


? 


? 


Decision Making Process 


3 


? 


Organizing and Managing the 






Supply Office 


A 


? 


Setting Goals 




3 


REVIEW LESSON 




3 


FINAL EXAMINATION 




"TIT 




RESERVE RETIREMENT 






CREDITS! 






EXAMINATION: 


Supervised final 


exartl nation without text or notes; tine Unit, 3 




hours. 





HATE RIALS: 



MCI 30* ?0* Supply Management 
Rev lew lesson and answer sheet 



RETURN OF 
MATERIALS: 



Students tfto successfully cnnplete this course are permitted to keep 
the course materials* 

Students dlsenrolled for Inactivity or at the request of their 
coniwndlng officers Hill return all course tutorials* 



SOURCE MATERIALS 

MCO PA400*1?4C R1F SASSY Accounting Manual Volume HI , 

Sep NTS 

HCO PMTOJJWC FHF SASSY Accounting Manual Volume V * May 

1577 

NAVTRA 101 IS Military Requirements for Senior and Master 

Chief Petfr »He«r /lW 

Marine corps service Support Schools* 
Curriculum Jan 1WO 



HOW TO TAKE THIS COURSE 

This course contains 4 stuffy units* Each stuffy unit begins with a general objective that 
is a statement of what you should learn from the study unit* The study units Are divided Into 
ntmbered wortt units* each presenting one or more specific objectives* Read the objectlvefs'j 
and then the work unit text* At the end of the work unit text are stuffy questions that you 
should be able to answer without referring to the text of the work unit* After answering the 
questions* check your answers against the correct ones listed at the end of the stuffy unit* 
If you miss any of the questions* you should restuffy the text of the wort unit until you 
understand the correct responses* When you have mastered one stuify unit* move on to the 
next* After you have completed all stuffy units* complete the review lesson and take It to 
your training officer or HCO for nailing to MCI* MCI trill nail the final examination to your 
training officer or NCO when you pass the review lesson* 
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STUDY UNIT 1 
FUNCTIONS OF MANAGEMENT 

STUDY UNIT OBJECTIVE: UPON SUCCESSFUL COMPLETION OF THIS STUDY UNIT, YOU HILL BE 
ABLE TO IDENTIFY THE FOUR FUNCTIONS OF HANAGEMENT: PLANNING, ORGANIZING, 
DIRECTING, AND CONTROLLING, 

Enlisted personnel art not Initially accepted Into tht Marine Corps as "managers." 
They do have some knowledge or skill that the Marine Corps develop* to accomplish its 
mission. Eventually, some enlisted personnel Mho perform effectively ere given positions of 
leadership. These major changes and challenges present some problem for most new managers. 
As a supply chief, the new manager soon realizes that the technical skills that he has 
mastered are insufficient in facing the multitude of situations which will demand 
solutions— not the text booh solution, but the manager's own solution. 

The supply chief has a variety of functions. These can be so numerous that at timet 
there Is a feeling of uncertainty and you may start to wonder why : 

Why are there never enough people or time to accomplish a task properly? 

why, when I want something done right, I have to do it myself? 

Why each day brings a new crisis? 

Hhy everything piles up on me at one time? 

Why are the people working for me technically deficient or lacking In enthusiasm? 

There Is no doubt about It, very few jobs are more difficult than that of a supply 
manager; however, there are few jobs more Interesting, Supply chiefs will discover that an 
understanding of the management concepts, along with technical skills, will make the job more 
rewarding to the unit they support and to themselves. 

Section I. PLANNING 

work Unit 1-1. PLANNING DEFINED 
DEFINE PLANNING, 

To be prepared for anticipated, routine, or contingency tasks it good planning. When 
reporting to a new command, the new supply chief will use certain available tools to establish 
a successful plan. Some of these tools are the unit's T/0 mission, published training plans 
by the commanding officer's operations staff (S-3), non-publ Ishud major projects or 
contingency plans for other areas of the unit, and pending projects within the supply support 
areas. In considering all of these samplings, a supply chief would define planning as "Where 
you want to go, how you are going to get there, and when will you arrive." When reporting to 
a new command, discussions should be held with the supply chief who Is being transferred about 
the plans presently in effect that are vital to the unit. This will avoid disrupting efforts 
already underway. 

EXERCISE: Answer the following question and check your answer against the one listed at the 
end of the study unit . 

1. Define Planning. 



Work Unit 1-2. CHARACTERISTICS OF A PLAN 

LIST THE FOUR CHARACTERISTICS OF A BENEFICIAL PLAN. 

The ability to make and carry out good plans Is one of the most valuable assets a 
manager may possess. Competent planning ensures easy, smooth, end certain completion of the 
job. Good planning makes work easier, because the people to whom a task is assigned will know 
in advance where they are going, how they will get there, and when they should arrive. A 
beneficial plan also helps the personnel in your supply section to understand the overall Plan 
and their Place within It. 

In formulating a beneficial plan, there are four characteristics that should be 
consldereo. 
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a. CLEAR DEFINITION : In planning for any action there can be only one major objective 
which must be clearly defined and understood before proceeding with anything else. The 
Importance of the major objective may vary In size, h my consist In having to supply 
transactions, formulate a budget* issue assets, conduct an Inventory, or you may have to 
conduct a major relocation of warehouse stocks. When the objective 1s clearly defined, not 
only can you visualize what Is to be achieved, but you can also realize the resources such as 
people* equipment, time, facilities, and funds that will be required to achieve the objective. 

b. SIMPLICITY : A plan doesn't necessarily have to be sophisticated or complex to be 
good. By Keeping a plan as simple as possible* you will reduce ccnfuslon and aid those 
Involved to understand more easily. 

c. FLEXIBILITY : ;ven the best laid plans can be disrupted by events which could not be 
foreseen, ro compensate for unexpected events, a plan should be flexible. Disruptions slow 
down the progress toward the completion of a good plan. Flexibility allows quick response to 
unforeseen obstacles and prevent* the personnel involved In the plan from beaming 
discouraged. A good example of this Is tfhen the annual physical Inventory Is tmderway'and a 
company enters the supply area requesting Issue of Individual equipment. The supply chief* by 
not anticipating this unexpected Issue of equipment, Is forced to stop the Inventory process 
and Issue the gear (If determined vital), then he has to start his count all over again. 
There are tines when situations like this will occur; however, they can usually be avoided by 
first checking with supported organizations when In the planning stage. 

In another situation for example while the supply organization was ambitiously packing 
and crating Its assets on hand for deplojnent, customers were easily Issued Individual 
equipment, maintenance parts, etc. This was done because the supply chief through previous 
contact with Its customers had become aware of their possible demands; therefore, he provided 
the warehouse chief with the requirements to be filled and at the same tine he gave more 
flexibility to the pre-deployment packing plan. 

Timing Is another crucial factor 1n determining how flexible a plan must be. It 
deadlines for tasks are Imposed and timing becmes a major factor, 1t should be made clear to 
the authorities who can adjust the prloVltles for supply operations and for support to Its 
customers. Personnel affected by the change In timing or by other factors In a plan should be 
made aware of the situation as soon as possible to avolu unnecessary conflict. 

d. ECONOMY: Cost Is not only determined by the dollar value for accomplishing a plan, 
but It 1i alio determined by the materials, equipment, time, and personnel required-* In 
determining whether a plan Is economical or not, you should consider the Impact the plan will 
have on other routine or long range projects. The supply chief of 2nd Battalion Is planning 
to replace a large portion of his mount-out boxes for his bulk storage units before deployment 
as a battalion landing team afloat. Is the plan too costly In dollars? Are there enough 
skilled personnel available to prepare the boxes! is there enough time to assemble and 
waterproof the boxes, relocate the stock, update the locator decks, and revise the embarkation 
plan? Mill materials handling equipment he available to move bulk storage containers while 
afloat? The questions the supply chief has asked himself are all objective In determining the 
economical advantages to planning. 

EXERCISE: Answer the following question and check your answer against the one listed at the 
end of the study unit. 

1. List the four characteristics of a beneficial plan, 
a. 



c. 



d. 



Work Unit 1-3. LONG TERM PLANNING 

STATE THE PERIOD OF TIHF REQUIRCO BY LONG TERM PL AWING. 

NAME THE MANAGEMENT LEVEL CON C ERNE 0 WITH LONG TERM PLANNING. 

Long term planning In the Marine Corps can be defined as follows. A long term plan Is 
needed when It Is necessary to attain a major overhaul or a new procedure or policy that Is 
Implemented over a long period of time. It can be with or without Intermediate goals leading 
to its completion. A long range plan can bring a sudden change In procedures or policies or 
the Introduction of new equipment. 
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Overall, a long rang plan relates to that which Is U be achieved In the distant future. With 
the advent of the Marine Corps Unified Material Management System (MUMMS) In 1967, the Marine 
Corps started experiencing problems with a mechanized general support echelon which supplied 
material to a vast network of manually run using accounts. Therefore* the need for the 
Supported Activities Supply System (SASSY) arose and was consequently planted. TMs long 
range plvi consisted of a high level supervision project that required the approval of the 
Commandant of the Marine Corps, In addition It required automatic data processing {'.DP) 
hardware which had to be purchased after obtaining the approval of the Department of Defense. 
TMs plan took an excess of five years (common for long term planning) to be fully 
Implemented; It contained Intermediate goals which were reached before the total objective was 
accomplished. Like nmt long term plans it was done at nlgher levels of command (1»e» 
Division, Ming, CMC, or 000 levels). 

EXERCISE: Answer the following questions and check your answers with those listed at the end 
of the study unit. 

1. State the period of time required by long term plans. 



2> Name the management level concerned with ;ong term planning. 



riork Unit 1-4. SHORT TERM PLANNING 

NAME THE MANAGEMENT LEVEL CONCERNED WITH SHORT TERM PLANNING. 

STATE THE PERIOD OF TIME ASSOCIATED WITH SHORT TERM PLANNING. 

NAMt THE LEVEL Of MANAGEMENT OF THE SUPPLY CHIEF. 

Like long term p1ans t a short term plan may consist of major overhauls, new policies, 
procedures or the Introduction of new equipment. However, the : *t term plan consists of 
those changes which art implemented at lower levels of control (I.e., regimental, battalion, 
or the supply section). Short term planning Is normally completed on a d*y*to*day basis and 
It may last as long as a year. The period of time atsrclated with snort term planning Is th 
Immediate future. This plan often consists of simple refinements or Improvements to make 
supply functions more effective and efficient. Short term plans for the supply section are 
based on the needs that the supply officer end supply chief can determine from annual and 
quarterly training plans, changes In unforeseen requirements, or changes In logistical 
support. An effective way for the supply chief to forecast a need for short term planning Is 
to establish a constant liaison with the operations section at the various levels through his 
loglttlcs chief (S-4). The supply chief's position 1s the level of management associated with 
short t*rm planning; In other words a supply chief Is a first line supervisor. 

EXERCISE: Answer the following questions and check your answers against those listed at the 
end of the study unit. 

1. Name the management level concerned with short term planning. 



2> State the period of time associated with short term planning. 



3. Name the level of management of the supply chief. 
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Section II. ORGANIZING 



Work Unit 1-5. INTRODUCTION TO ORGANIZING 



DEFINE ORGAN 12 INC 



LIST TWO FACTORS WITH MICH ORGANtf'Nfi IS SPECIFICALLY CONCER&O* 



A Manager may be able to devise excellent plant* but the ml nance of subordinates Is 
necessary to accomplish the objective* In order to work effectively toward the accomplishment 
of objectives* a structure of roles must be designed* This is the purpose of the Management 
function of organizing. 

Organizing is the process whereby a manager attempts to arrange elenents Into a whole 
of Interdependent oarts* For example* at discussed In planning* a plan may contain 
Inteneedlate goal** These goals when properly assigned constitutes the organizing required 
for the attainment of the overall objective* Assignments If jobs and the relationship among 
people are two Important factors which constitute organizing* 

Job assignments should be clear and demand definite established duties* The supply 
chief should make job assignments based on the capability of the Individual* Ail Individual's 
capability can be Impaired by the lack of rank* knowledge* technical skills* or any other 
weaknesses observed by the supply chief who assigns tasks to that Individual* 

To avoid misuse of individual strengths and weaknesses* the supply chief should 
organize keeping In mind the strengths and minimize the weaknesses of the Individual* Also* 
the supply chief should ensure that the individuals assigned to jobs are aware of their own 
responsibilities and those of others to arrive at a complete understanding and timely 
execution of those responsibilities* 

Jo> relationships among people* the second factor In organizing* are accomplished when 
each supply person understands his responsibility to his job assignment and his responsibility 
for direction and support of other personnel within the supply unit* Each Individual should 
realize his place and responsibility within the plan* The supply person should know as much 
as possible about the status of others In the plan to better understand the Importance of his 
function and the Impact on the overall plan* 

EXERCISE: Answer the following questions and check your answers against those listed at the 
end of the study unit* 

1* Define organizing* 



2* List two factors with which organizing is specifically concerned* 



Work Unit 1-6* PRIN IPl£S OF ORGANIZATION 

LIST THE FOUR PRINCIPLES OF ORGANIZATION* 

There are four principles which are the basis for a well run organization* they are: 
(1) unity of command* (2) span of control* (3) homogeneous assignments* and (4) delegation 
of authority, if a manager neglects to follow any one of the four principles* It is highly 
probable that problems will arise In the organization and will cause some degree of failure* 

a* Uhlty of command * This principle of organization says* In effect* "Ho person should 
have more than one manager on any single function*" However* this does not mean that any one 
person cannot report to more than one manager* 

In other words* managers who have subordinates responsible for additional duties or 
another project must make sure that the Individual is aware of his appropriate chain of 
comand* The supply chief must honor his subordinates* chain of contend outside his realm of 
authority so as not to disrupt or create confusion for the Individual who Is subordinate to 
him* For example* a Marine lance corporal may have been assigned regular duties as a 
warehouseman* but he will also have the additional duty of fire team leader to a tactical 
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contingency force* tuch us riot-control. If training comiltments tnd vital supply operations 
conflict so that the lance corpora 1 becomes confused as to whom he or she Is obligated first, 
the supply chief should arrange a meeting or liaison within the chain of comand for the 
individual, h no way should the supply chief allow the Individual subordinate to determine 
or Influence the solution of the conflict based on his personal desire. To ensure the 
effective operation of this principle of organization, unity of command* there are three steps 
that can be taken: 

(1) 01 splay a chart of your organization prominently. This will emphasize proper 
channels. 

(2) Instruct the members of your unit to refer to you, the supply chief* anyone Mho 
has questions about any changes or orders Involving his functions. 

(3) Allow no exception to be made In unity of command. 

The effective application of this principle by using the above methods will contribute towards 
the efficiency of your supply section. 

b. Span of control . This principle pertains to the nuaber of people one manager can 
supervise atrnctiy. If Is very important to you* since there Is only so much time In a day. 
Your energy Is limited* and you can give your personal attention to only a certain number of 
activities. The supply officer and chief rely on their NCQ's In managing a supply unit. The 
experience and abilities of your NCO's will play a vital role In how broad a span of control 
they can have within your supply unit. For example* If you have an NCO with very limited 
experience* It would be quite difficult for that NCO to supervise a large nuaber of people 
performing a hlohly complicated job. On the other hand* If you have an NCO with experience 
and proven ability* you are able to broaden the nunber of people that can be supervised by 
that NCO. Other factors that should be given consideration are the .stance between the 
manager md the subordinates* as well as the time period 1n which a job must be completed. 

c. Homogeneous assignments . These are tasks that deal with all phases of a single job. 
It allows one narme to see fits complete role and the whole scope of one function In a supply 
operation. For example* If the CNR clerk Is also uslgned duties as the garrison property 
NCO* then he becomes the single point of contact within the supply office for property held by 
responsible units. This job Includes processing all gains and losses of any type within the 
responsible units as well as Inventory and reconciliation of those property accounting 
records. The clerk is the duty expert within this area of property control because the job 
encompasses ill the facets of accounting for property held by responsible units. If the job 
was divided among two or more clerks* none would be able to grasp the whole picture. In other 
words the person becomes acquainted with a function from start to finish and wilt derive from 
It personal pride and a sense of accomplishment. This p.inclple doe*n*t remove the need for 
cross training so that others can fill In on routine jobs not being accomplished due to the 
absence of the regular person. 

d. Delegation of authority . This principle Is daflned In brief In the Marine Corps 
Manual as granting autiioruy to subordinates to assist In the performance of functions. 
However* the full responsibility for the performance of those duties Is not delegated. The 
supply officer has full responsibility for the supply account. This responsibility Is to the 
commanding officer of the unit. The supply officer In turn delegates the authority to the 
supply chief that Is needed to properly execute and accomplish particular functions with 
supply operations. The supply chief further delegates authority and assigns responsibility 
which If properly Issued* stimulates all the characteristics of planning (previously 
discussed)* especially •span of control. 11 In a supply unit delegation of authority should go 
no lower than a functional area where a supply NCO can normally exercise his authority as an 
NCO. For example, a sergeant and rjrporal working In an office and warehouse respectively 
would be delegated authority from the supply chief who would assist them In controlling their 
respective areas. This authority would n*t be delegated any lower In order to maintain a 
unity of command and span of control for the NCOIC of each functional area. 

EXERCISE: Answer the following question and check your answer against the one listed at the 
end of the study unit. 

I. List the four principles of organliatlon. 

a. 



b. 
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c* 



d* 



Work Unit 1*7. LINE ORGANIZATION 

LIST THE THREE ADVANTAGES OF LINE ORGANIZATION* 

LIST THE TWO DISADVANTAGES OF LINE ORGANIZATION* 

There are two basic types of formal organization which are used In the Marine Corps* 
They are: (1) line, and (2) line and staff* The paramount considerations for which type of 
organization structure should be used are the mission and resources available* The line 
organisation is i*sed in the supply ilemant of a using unit (fig M)* This is mainly because 
o* the small size of the supply element* In a line organization, each person is connected 
with a tingle line of responsibility to his superior* The subordinate is accountable tp, and 
receives orders from, only one superior* 
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F1g 1*1 • ^fipply element of * using unit* 

a* There are three very distinct advantages in a line organization, they are; simplicity, 
clear division of authority, and fostering speedy action* Ut's now discuss each of these 
advantages* 

(1) * Simplicity * The above organizational chart pertains to a supply element of a using 
unit* As you »h lee, It 1s a very simple structured organization, there are no 
Intermediaries between the supply chief and the functioning elements; communication is direct, 
and each element knows Its position within the organization* 

(2) * dear division of authority * This Is the distinct advantage of 11i*a organization* 
There Is a straight ttne from tne top manager to the functioning elements, and from each 
functioning element to the top manager* There is no doubt as to where authority lays in the 
organization* U the line and staff organization, which Is covered later In the course, you 
will tee just httfmuch of an advantage this can be* 

(3) * Fosters speedy action * Many times you have seen a unit's productivity come to a 
complete sT5p because a question had arisen as to how a particular operation should be 
conducted because of a multitude of other reesons* In an organization structured under the 
line type, any stoppage in work usually occurs only for a short period of time, tinea the 
cause of any stoppage is brought directly to the manager's attention, he will make the 
decision to correct any problens* 



b* A line organization has Its disadvantages also* 
and overburdens key personnel * 



tt denies the need for specialists 



(1) Denial the need for specialists * In a line organization the occupational 
specialties of all personnel within the unH are directly related to the unit's 
mission* No specialists are available to perform supporting roles* For example 
there are no embarkation specialists or clerk typists within a using unit supply 
section* 
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(2) Overburden ke;' personnel * The lack of specialists causes personnel to Perform 
t as its not related to their specialty* Because these tasks require supervision* 
key Per sonne* must become knowledgable In all functions performed under their 
control* often requiring self-training end frequent research* 

EXERCISE: Answer the followlrg questions and check your answers against those listed at the 
end of this study unit* 

L List the three advantages of a line organization* 



b* 



c* 



2* List the two disadvantages of a line organization* 

a. 



b* 



Work Unit 1-8* LINE AND STAFF ORGANlZAl ION 

LIST THE TWO ADVANTAGES OF LINE AND STAFF ORGANIZATION* 

LIST THE TWO DISADVANTAGES OF A LINE AND STAFF ORGANIZATION* 

A line and staff organization consists of a line organization Plus a staff* In 
addition to the normal chain of command found m the line organization* there exist staff 
subordinate lines of coordination between the staff and the operational units* The staff 
consists of technical specialists who perform supporting mlMlons to the units overall 
mission* the supply section is one of these supporting staff sections. The supply officer Is 
a special staff officer to the commanding officer* The following paragraphs give two of the 
advantages of a line and staff organization* 

a* Frees mbordnsto commanders of detail analysis * A large organization which has many 
complex functions requires managerial supervision tor each functional area* It would be 
impossible for the battalion commander to handle all areas as a single manager; thus 
subordinate managers are employed to assist In the managerial duties of the top manager* 
Let's examine the following chart of a line and staff organization* 
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Fig 1-2* Line and staff organlxatlon, 
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Two disadvantages of a line and staff organization are: 



a. Conflicts with line of authority . The staff subordinate line of coordination which 
exist within a line and staff organization can act times create a cercaln degree of confusion. 
Although the commander 1s the only individual In a position to Issue orders to subordinate 
connanders, he frequently delegates **by direction" authority to his staff officers. The staff 
officers may then Issue directions wlch may conflict wltti those Issued by other staff 
officers unless care 1s exercised to closely coordinate this effort. 

b. Precludes special 1st from implementing action . As just discussed, any action taken by 
a staff officer must be coordinated with other staff officers prior to Implementation. 
Additionally, staff action 1s also subject to approval by the commanding officer. Regardless 
of how technically proficient the staff specialist Is or how urgent the requirement. It takes 
time to Implement changes 1n policy or procedure. 

Answer th* following questions and check your answers against those listed at the 
end of this study unit. 

List the two advantages of a line and staff organization. 

a, 



h 



List tto. two disadvantages of a line and staff organization. 

a, . 



Section III. DIRECTING 
Work Unit 1*9. INTRODUCTION TO DIRECTING 
DEFINE DIRECTING, 

STATF HOW A UNIT IS PUT IN MOTION. 

As a manager, you have developed a plan and structured an organization capable of 
accomplishing the unit's mission. Now you should be directing. Directing 1s activating the 
unit Into motion. This Is accomplished by the Issuance of orders or instructions. You, the 
manager, should also consider the provision of time for work related training. Orders should 
be clear, complete, and within the responsibility of supervising areas of the plan. 
Subordinates should report to the supply chief on the progress made toward reaching 
Ihtermedlate goals which are aimed toward the final objective. 

Enough time should be provided for work related training and for accomplishing tasks, 
and yet there should be enough time left to allow for Interruptions of routine matters that 
cannot be overlooked or stopped. 

The term directing Is commonly thought of as authoritative management. It Is not 
necessary to consider this function (directing) as highly authoritarian. After the Issuance 
of orders, the supply chief can encourage suggestions and Ideas from subordinates or even 
allow the NCO's to exercise some degree of self-direction. However, the type of directing you 
provide depends upon how you operate and the skill and reliability of your subordinates. 



EXERCISE: 
2. 
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EXERCISE: Answer the following questions and check your answers against those listed at the 
end of the st* iy unit* 



1, Define directing* 



2, State how a unit Is put in motion. 



Work Unit 1-10* THE USE OF MOTIVATION IN DIRECTING 

NAME THE ONE ESSENTIAL ELEMENT OF DIRECTING* 

STATE THE PRIME OEHOTIVATQR IN DIRECTING PERSONNEL 

STATE THE PRIME MOTIVATOR IN DIRECTING PERSONNEL* 

You know front personal experience that some tasks are not very desirable* You also 
know that people don't continually cone to the job full of vigor* However* no natter whether 
the job is undesirable or the people just aren't up to It, the job must be done* Motivating 
becomes the one essential element In directing personnel towards their objective* 

Not everyone It motivated towards organizational objectives In the same way* There 
are five factors that are the keys of motivation: achievement, recognition* advancement* the 
work Itself* and responsibility* Ut's take a brief look at each of these factors* 

a. Achievement * There Is nothing like success* and most people get a good feeling when 
tney successfully complete a Job* 

b* Recognition * A worker that Is recognlied for doing a good job experiences a good 
reeling* Just a few words of praise from the boss can go t long way* 

c* Advancement * This occurs when the Individual Is promoted In rank or position within 
the supply section* Junior or subordinate personnel envy the respected position of 
the ADL clerk* A warehouseman looks forward to achieving the position of controlling 
the purpose code "A" stock* Although this Is a factor in motivation* the use of It is 
so Infrequent for any one Individual* that It can be considered a long range factor* 

d* Work Itself * The tasks Itself or Individual responsibility for a meaningful task can 
be i by factor* No one likes to think they are assigned •Keep busy type work*" Just 
knowing your job has meaning to the overall operation can be a great motivator* 

e* Responsibility * You often hear 1 people talk of jobs they accomplished with little or 
no supervision* especially when they are responsible for the work of others* This 
factor probably has the longest term effect. 

Just as there are factors that motivate* there are also factors which denotlvate* The 
prime demotlvator In directing people Is a technically unqualified manager* As was stated In 
the beginning of this course* you are a manager because early In your Marine Corps career you 
performed effectively and demonstrated managerial abilities* Take a moment and reflect on 
whether or not you were Initially technically qualified for ever/ position you filled* You 
probably were not* However* you applied yourself and became technically qualified over a 
period of time* Just as It takes time to become technically qualified* it also takes time to 
lose this knowledge* This happens when you stop making an effort to maintain or increase your 
technical competency* How can a supply manager remain technically qualified? Of course the 
best way is to work dally In that technical field* Another way Is for you to read as much 
about the changes and updated procedures In the supply field as you possibly can* For 
Instance* the SW's In the Marine Corps publish newsletters for the using units* Also* supply 
management assistance teams put out bulletins on new procedures and policies* These news* 
letters and bulletins are very helpful since they are geared for the manager who is in tta 
field* To keep abreart of what is forcast for the future* a manager should attempt to get 
copies of the minutes from the supply officer conferences; also* he should review the 
Semiannual Directives Checklist (MCBul $215) for new changes and directives* This bulletin 
lists all of the latest orders and changes* 
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In your supply unit there are people seeking knowledge of many functions, They 
visualize an opportunity to advance In the Marine Corps or to well-paying civilian Jobs In the 
future. They will one day do well because of the knowledge they obtained 1n the complex field 
of supply* This prospect U a tremendous asset to the Marine Corps* and you will become aware 
of this as you guide and motivate your personnel to obtain your objectives. You will discover 
that the prime motivator In directing Is delegating authority. People who have been Assigned 
responsibility remember the pride* the se1f~s.,ti£fact1on and rewards obtained from 
accomplishing amission through their own direction and control* Your judicious assignment of 
responsibility or delegation of authority Is vital In developing ? 'tordlnates Into nature* 
knowledgeable supply NCO's and staff NCO's of the future. 

EXERCISE: Answer the following questions and check your answer against those listed at the 
end of this study unit. 

1. Name the one essential element of directing. 



2* State the prime demotlvator In directing personnel. 



3* State the prime motivator In directing personnel* 



Work Unit Ml. DEVELOPING SUBORDINATES THROUGH ASSIGNMENT OF RESPONSIBILITY 

LIST THE THREE ADVANTAGES IN DEVELOPING SUBORDINATES WHEN A MANAGER ASSIGN? 
RESPONSIBILITY. 

LIST THE FIVE POSITIVE FACTORS THAT A SUBORDINATE SHOULD HAVE WHEN A MANAGER 
ASSIGNS HIM RESPONSIBILITY* 

STATE THE ESSENTIAL CHARACTERISTIC A SUBORDINATE MUST HAVE TO OPERATE EFFECTIVELY. 

A truism of management Is that a manager never has time for things other than what he 
1s working on. Because of this and to develop subordinates, a manager should assign as much 
responsibility as possible to his subordinates. At times you may feel that a subordinate does 
not have enough experience to handle a Job. Even so, It 1s good management to asstgn tasks 
above the Individuals capability* In most Instances you will be surprised to f tnd that the 
Individual can perform a creditable job. Too often, managers tend to underestimate the 
abilities of subordinates and don't glvi them a chance to prove themselves* There are threa 
advantages In developing subordinates by assigning them responsibilities* These are: skill, 
competence, and Initiative. A person does not learn how to accept responsibility for a Job by 
reading a book* Obviously, it Is possible to acquire some knowledge of responsibility 1n this 
way, but development comes from a good deal of "hand on" application. In other words, one 
learns to be responsible for a job by being assigned the responsibility for a job* By being 
assigned responsibility the subordinate Increases his skills and In time Increases his level 
of competence. This Increase 1n skill and competence w111 build up confidence to the point 
that the individual will begin to show Initiative and come up with Ideas to Increase his 
effectiveness of the Job he has been assigned. 

Frequently, a manager runs Into trouble In assigning responsibility because he gives 
little consideration to the Job to be accomplished and the individual being assigned the 
responsibility for Its accomplishment. To decrease the potential danger of error, ther* are 
five positive factors that subordinate should possess In relation to the task* 

EXPERIENCE * The greater the probability of error In accomplishing a task, the more 
experience is required by the Individual to whom the task Is assigned, 

COMPETENCE . Assigning responsibility based primarily on the experience of the 
Individual can be a hidden danger. Many times people have had prior experience, but the 
results they achieved were less than satisfactory; therefore, the person being assigned 
responsibility should also be fapable* 

DESIRES RESPONSIBILITY , When you assign responsibility to an Individual who has the 
desire to assune responsibility, you have already crossed a major hurdle. Realistically* you 
know that not everyone desires responsibility* but this can be overcome by exposing potential 
managers to a gradual Increase 1n amounts of responsibility. This method Insures the 
subordinate's successful accomplishment* and furthermore It builds his confidence. 
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NOT OVERLQAOCD WITH OTHER WORK* One of the major reasons a manager delegates 
responsffi ITfly to other£ H to lessen the workload o* himself. Therefore, the manager should 
make certain that he doesn't assign responsibility to someone already overloaded with other 
work. 

JUDGEMENT FACULTIES TO MAKE DECISIONS . If the task to be accomplished requires 
decision making on tne part of the person given the responsibility to accomplish the task, the 
manager should ensure that the delegate possesses adequate Judgement. 

Few Individuals will measure up to being outstanding In e*ch of these positive 
factors, but having some degree of each Is an Indicator that he/she will be ab1 % to assume the 
responsibility and succeed. Even though a person may possess a high degree of these positive 
factors, there Is one essential characteristic a person must have which he has no control 
over. He must have the manager's confidence . Without the confidence of the manager, 
subordinates will have a feeling of insecurity In accepting responsibility, 

EXERCISE: Answer the following questions and check your answers against those which are 
listed at the end of the study unit* 

1. List the three advantages In developing subordinates when a manager assigns 
responsibility to then* 



b* 
c* 



2* List the five positive factors that a subordinate should have when responsibility 
Is assigned to him. 



a* 
b* 
c* 
d* 
e* 



3. State the essential characteristic a subordinate must have. 
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Work Unit 1-12, THE MANAGER'S ROtE IN ASSIGNING RESPONSIBILITY 

STATE WHAT THE MANAGER MUST ENSURE THE INDIVIDUAL WHO IS ASSIGEND A TASK SHOULD 
HAVE* 

STATE WHAT THE MANAGER MUST ALLOW FOR IN ASSIGNING RESPONSIBILITY* 

DEFINE THE LIMIT TO WHICH A MANAGER MAY ASSIGN RESPONSIBILITY. 

An Individual may have all of the positive factors required for resuming 
responsibility, but unless the manager who assigns the responsibility makes sure that the 
Individual has all of the relevant facts needed to successfully accomplish the task, the 
chance of failure Is quite certain* For example, let's take the assignment of responsibility 
for loans of organic property to Individuals or organizations on a temporary basis* ft first 
this may seem like a very simple task, but If It Is* why does It create as many problems as It 
doest What are the relevant factors of which an Individual who has been assigned the 
responsibility for managing temporary loans must be aware? First of all he must know that 
under normal circumstances, a temporary loan of organic property to an Individual or to an 
organization under another eonttand Is not authorized* In those Instances* when a temporary 
loan of this nature Is authorized. It Is also required that the Individual has authority to 
make the temporary loan* You also must perceive the danger to your organization if the 
Individual to whom authority has been assigned Is not aware of this fact* If Items are Issued 
to anyone requesting a temporary loan, your organization may not be able to recover the loaned 
property* Another relevant fact Is the length of time property may be Issued on temporary 
loan. Many people have the Idea that temporary Is Indefinite* To an Individual responsible 
for making temporary loans, temporary must mean 30 days from the date of Issue; and on the 
31st day, the loaned property must be returned on an extension of time must be granted by the 
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commanding officer (or his designated representative) of the organization exercising control 
over the supply account. Temporary loans should not be made to individuals who already have 
the same Item on custody. The Equipment Custody Record Card (NAVMC 10359) should be utilized 
except when NAVMC 10576 or NAVMC 10577 Is appropriate within the command. One most Important 
factor would be to Insure that the Individual understands all possible circumstances that 
might arise. 

The relevant factors that have been discussed regarding temporary loans may seem very 
basic to you because you know them, but keep In mind, when you assign responsibility to an 
individual, he usually won't have yout technical knowledge or experience. 

You, as a responsible manager, are not going to 1H a subordinate make a mistake that 
might cause problems. Continuous checks on the subordinate to assure that mistakes won't 
happen, will make the development of true responsibility Impossible. Since everyone makes 
mistakes* a good manager must allow for mistakes to occur when he assigns responsibility. If 
a mistake Is made* chalk It up to the personal development of your subordinates. This doesn't 
mean that you just shrug the mistakes off; serious or repeated mistakes can usually be avoided 
If you give careful explanation of objectives and poMcles as well as considerate counseling. 

There Is a myth that by assigning responsibility a manager can escape from his 
duties. When a manager assigns responsibility* he does not remove himself from being 
responsible since a manager is permanently responsible. You may only say that by assigning 
responsibility you have extended yourself though your subordinates. If you look for the 
positive factors, you are willing to allow for mistakes; and moreover limit the authority for 
decision making to that which Is no further than your limit as a manager. The probability for 
success m assigning responsibility Is then greatly enhanced. 

EXERCISE: Answer the following questions and check your answers tgalnst those listed at the 
end of the study unit. 

1. State what the manager must ensure the Individual who Is assigned a task should 
have. 



2. State what the manager must allow for. when he assigns responsibility. 



3. Define the limit to which a manager may assign responsibility. 



Work Unit 1-13. THE ADVANTAGE TO THE MANAGER IN ASSIGNING RESPONSIBILITY 

STATE THE ADVANTAGE TO THE MANAGER WHEN HE ASSIGNS RESPONSIBILITY. 

The major advantage of assigning responsibility Is that It gives the manager more time 
for other tasks. Any manager can be more effective when he assigns duties, especially mlitor 
ones. As a manager, you are expected to be effective In the use of time* make a contribution 
to the organization* and set priorities. By assigning responsibilities* a manager Is able to 
apply his time* which Is a limited resource* to those areas that require his personal 
attention and thus he can best contribute to the management of his organization. For example* 
a SASSY using unit supply chief* to properly manage* should spend his time planning and 
coordinating for present and future priority tasks suh as rewarehouslng* annual Inventory* 
deployment* and major reviews of excess dues on the loaded unit balance file. He should not 
spend his time working on day-to-day operations such as making Issues* storing supplies In the 
warehouse, preparing demand transections* breaking down coiputer output* and any number of 
other routine tasks. 

EXERCISE: Answer the following questions and check your answers against those listed at the 
end of the study unit, 

1. State the manager's advantage If he assigns responsibility. 
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Section IV. CONTROLLING 



Work Unit 1*14. CONTROLLING OEFINEO 
DEFINE CONTROLLING* 

Controlling includes at 1 of the devices that a manager uses to check on the work of 
his subordinates (direct observation* reports, records). Probably no other task of management 
causes as much resentment as controlling does. Control activities are often visualized In 
negative terms: reproof, correction* and surveillance. However* control 1s less sinister 
than viewed; It 1s a necessary part of the managerial process. In tnls course controlling Is 
defined as a means by which to regulate the organization to ensure the achievement of goafs 
and the completion of the plan. By being able to control* the manager can measure and correct 
the activities of subordinates to assure that the events conform to the ptans. Thus* by 
controlling* the manager can measure performance against goals and plans* can show wh*re 
negative deviations exist* and can place In motion the actions to correct the deviations. In 
addition* appropriate controls provide the manager with an impersonal tool for correcting 
mistakes and Improving effectiveness. An exanple of an effective control tool Is the Using 
Unit Performance Report which Is produced each time the SHU processes an Inventory update* 
Additionally* a cumulative monthly report 1s produced f or the current month. By reviewing 
this report* the supply chief can readily determine how well Ms subordinates are performing. 
For example* the Unit Performance Report shows how many transactions were Submitted to the SHU 
for processing* and how many of those transactions were rejected. Numerous rejects Indicate 
that the clerics who submit the transactions don't know the proper procedure for filling out 
the transactions* and that more training must be provided to the clerks. 

From the above example you can see that the Using Unit Performance Report Is used In 
the controlling process to measure how welt things are being done* and to take corrective 
actions by controlling what people do In order to have things properly controlled. 

EXERCISE: Answer the following question and check your answer against the one listed at the 
end of this study unit. 

1. Define controlling. ^ 



NOrk Unit 1-15. CHARACTERISTICS OF ACCEPTABLE CONTROL 

LIST THE THREE CHARACTERISTICS OF ACCEPTABLE CONTROL. 

STATE MHAT DICTATES THE AMOUNT ANO TYPE OF CONTROL TO BE USEO. 

STATE WHEN THE CONTROL FUNCTION IS IMPLEMENTED. 

If maximum results are expected* controls should be simple* easily understood* and 
accepted as necessary. The amount of control over subordinates by the supply chief car be 
determined by the amount of experience of his NCO's. An experienced sergeant or corporal that 
has been delegated authority would require less control than that required by a less 
experienced NCO. Because of the complexities of plans* organisations* and personnel* the 
amount of control Is determined by the unit's particular situation. 

The amount an:*' type of control should be tailored to the situation. Less experienced* 
less reliable* and uninterested subordinates usually require tighter control. On the other 
hand* excessively tight control over subordinates can slow down or disrupt ambitious 
subordinates. Control functions should be Implemented during the performance of the task 
assigned. Visits by the supply chief to the place where tasks are being performed not only 
establish control* but assure subordinates of the chiefs Interest and concern* which can 
prove to be valuable to the control function. 
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EXERCISE: Answer the following questions and check your answers with those at the end of 
this study unit. 

1. List the three characteristics of control. 



2. State what dictates the amount and type of control to be used. 



3. State when the control function is implemented. 



Work Unit 1*16. TYPES OF CONTROL 

LIST THE THREE MEANS OF CONTROL. 

There are three means of control by which a manager can measure and evaluate the 
effectiveness of his subordinates* accomplishments toward organizational objectives. 

Direct observation . This method Is preferred only when the supply unit Is small and 
the supply cnief nas enough time to become Involved. Generally, small supply units with a 
lesser nunber of comnltments and no major plans In process can afford the time the supply 
chief will need to directly obsetve the operations and thus exercise his control. A unit with 
a small voluae of transactions can permit the manager to have time to oversee all major 
functioning areas (I.e. the warehouse and the office personnel). 

Repor ts. In larger and more complex supply operations a manager would prefer reports, 
either orairejSorts or documented analysis received from the SMU. NCO's can report orally to 
the supply manager on the progress and the problems enctunterttTln the plans being carried 
aut. These NCO's with assigned responslbllty represent functional areas of routine duties. 
I.e. receipts control, purpose code *A" (operating stock), or the additional demands section. 
They can also represent an NCO In charge of a Intermediate supervisor in directing a major 
plan. Reports In a form of documented reports from the SMU are readily available to the 
manager, (tost useful to the supply chief are the "Unit Performance Report/ the 'Balance 
Analysis,** and the Honey Value Gain/loss Report." These reports c*n greatly assist the supply 
chief In monitoring operations and transactions carried out by his subordinates. 

Records . This type of control can be closely associated wl'n reports. Like the 
reports discussed above, there are records maintained by the unit that can be utilized In the 
process of controlling. The reporting unit's Consolidated Nemorandum Receipt record can be 
monitored by the supply chief to Insure that the proper and timely custody signatures are 
being obtained, local records can also assure the supply chief that the purpose code *C" 
clerk is making timely and correct posting to all custody accounts and the unit's allowance 
lists. 

EXERCISE: Answer the following question and check your answer with the one listed at the end 
of this study unit. 

1. List the three means of control. 



SUMMARY REVIEW 

Throughout study unit 1 you have been exposed to the major management functions which 
are vital to a manager's role In planning, organizing, directing* and controlling supply 
operations. As a supply chief of an organization, you can greatly enhance the overall supply 
effectiveness and provide more time for those functions that warrant your personal attention 
through the use of the four functional areas of management as shown in the study unit. 



b, 



c. 



1. 



2. 



3. 
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Answers to Study Unit #1 Exercises 
Work Unit 1*1. 

1* Where you want to qo and how you are going to get there. 
Work Unit 1*2. 

1. a. Clear Definition 

b. Simplicity 

c. Flexibility 

d. Economy 

Work Unit 1*3. 

1. Cftflffonly In excess of five years 

2. Higher level of management 
Work Unit 1-4. 

1* Lower level of control 
?» tnmedlate future 

3. First line supervisor 
Work Unit 1*5. 

1, To arranoe elements Into a whole of Interdependent parts. 

2. Jobs relationship among people. 
Work Unit 1*6. 

1. a. Unity of command 

b. Span of control 

c. Homogeneous assignments 

d. Delegation of au" Ity 

Work Unit 1-7. 

1* a. Simple 

b> Clear division of authority 
c. Fosters speedy action 

2* a, Oenles the need for specialists 
b» Overburdens key personnel 

Work Unit 1-8. 

1. a. t-rees subordinate commanders of detail analysis 
b» Uses specialists expertise 

2. a. Conflicts with line of authority 

b. Precludes specialists fnm Implementing action 

Work Unit 1*9. 

1. Activating the unit Into motion 

2. By the Issuance of orders or Instructions 
Work Unit 1*10, 

1. Motivating 

? + Technically unguallfled manager 

3. Delegating authority 
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dork Unit 1-11, 

1. a* Initiative 
c. Competence 

2. a, Experience 
b. Competence 

c« Desires responsibility 

<i. not overloaded with other work 

o. Judgement faculties to make decisions 

3. Manager'^ confidence- 
Wdrk Untt 1-1?, 

1* AU relevant facts 
2. Mistakes 

3* No further than the manager's limit of authority. 
Work Unit 1-13. 

1* The manager will have more time for other tasks. 
Work Unit 1-14* 

1. ReQulatlng the organization to Insure the achievement of goals and the completion of 
the plan* 

Work Unit 1-15. 

1* a. Sinple 

b. Easily understood 

c. Accepted as necessary 

2. Unit's particular situation 

3. During the performance of the task. 

Work Unit 1-16. 

1. a. Direct observation 
b. Reports 
c* Records 
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STUDY UNIT ? 



DECISION MAKING PROCESS 



STUOY UNIT OBJECTIVE: UPON SUCCESSFUL COMPLETION OF THIS STUDY UNIT YOU WILL BE 
ABLE TO IDENTIFY AN EFFECTIVE PROBLEM SOLVING TECHNIQUE, IN ADDITION* YOU WILL BE 
ABLE TO IDENTIFY THE STEPS OF: DEFINING* ANALYZING, DEVELOPING ALTERNATIVE 
SOLUTIONS* CHOOSING THE BEST SOLUTION, DEVELOPING EFFECTIVE ACTION* ANO USING 
FEEDBACK. 

Work Unit ?-I* DEFINING THE PROBLEM 

LIST THE THREE FORMS OF PROBLEMS THAT WILL CONFRONT A MANAGER* 

STATE WHAT THE MANAGER MUST INITIALLY ACCOMPLISH BEFORE A PROBLEM CAN BE OEFIrtEO* 

NAME THE TWO TYPFS OF OATA ASSOCIATED WITH PROBLEM SOLVING* 

Whether you are a manager of a large service support unit or smaller using unit* you 
will he continuously Investigating nonrout'lne exceptions* In addition* you, as manager, will 
he confronted with three forms of problems* These problems, which will be discussed In the 
followlno oaragraphs* are essential In continuing (without disruptions! the steady flow of the 
large number of transactions processed* It Is Important .'or a manager to first be able to 
Identify the type of a problem and secondly be able to develop solutions* 

Pe rsonnel * Personnel problems can usually be divided Into two general categories, 
The first of these Is personnel shortages* Your unit nay be operating below T/O strength or 
may suffer from a temporary shortage due to guard duty* leave* or similar causes* You will 
find It difficult to get more clerks* but you can mlnlmlie the Impact on operations by 
excising your skill as a manager* 

The second category 1s personnel Ineffectiveness, A Marine may be Ineffective due to 
fatigue or Illness* or due to a personal problem which Impacts on his morale* To deal with 
this type of personnel problem* the manager must draw upon leadfrshlp skills* 

Breakd o wn In operations * This type of problem causes the normal flow of business to 
be disrupted* 'Vten problems seem to compound themselves* whether they pertain to personnel or 
other circumstances* It takes management decisions to correct them; decisions that must be 
nade bv the nanager* Normally a breakdown In operations results from the fact that the 
var laus functional areas are not cooperating when neccessary to complete a task* goal or 
objective* Any functional area not performing its duties on time causes other functional 
areas to stop and wait until the delayed transactions become available, This type of 
breakdown 1n operations may cause a dispute among NCOs In charge of functional areas* 
therefore the manager must step In and resolve the problem* 

Inefficiency , Inefficiency occurs when the desired number of transactions to keep 
pace with supply business are not produced* This problem prevents a smooth flowing supply 
operation* Inefficiency ts common when a clerk or warehouseman who must submit a large number 
of coded transactions that demand accuracy finds his job tedious, Inaccurate transactions can 
cause much delay and repeated work* 

An sample of Inefficiency occurs when there are exceptionally large backlogs. When 
the reason for these backlogs cannot be related either to a breakdown In operations, 
personnel, 4 ^>- r? commitment* or other unit Involvement* then Inefficiency Is normally the 
cause nf t i iM m* 

The bitic solution to any problem is to take corrective action* However* to make the 
right decKlon on which corrective action to take* you* as a manager* must first gather all 
thr* r elevant data . In gathering this data, you must learn or develop a systematic approach to 
prohTemT Ynur success In solving problems will determine the confidence your subordinates 
f*v* In your ability to solve future problems, Your subordinate S confidence In you to 
b* able to define, analyze* and resolve problems logically Is necessary so that they will ccme 
to vou ><1th other problems* Too many managers* fron time to time* say that they don't want to 
hear the petty problems of their troops* However* when considering a problem* you will become 
aware that only the manager can determine If the problem Is minor or warrants his attention, 
This tfnes not mean that certain designated problems are not the responsibility of NCO's or 
functional area supervisors* 
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The chain of command should be used to alio* problem to be solved at the lowest 
possible level* The chain of comand allows the individuals that have been delegated 
authority or assigned responsibility as supervisors the opportunity to solve problems within 
their real* of authority* Subordinates will el ways seek policy and guidance from the same 
level of authority when the chain of comand Is used properly; thus, there is less chance of 
conflicting guidance that night derive from different sources* No supervisor or individual in 
the chain should allow individuals out of the chain to disseminate conflicting direction or 
guidance within their responsible area* A properly run chain will altnys refer problems up 
the chain so as not to involve those that need not be invovled unless truely warranted* 

Many Managers often sense that their subordinates observe and analyze their 
decisions* Your subordinates will look up to you more favorably if you demonstrate that yoj 
are capable of sorting the two types of data associated with problem solving; these are facts 
and opinions* By being able to look upon all relevant data concerning a problem and by 
quickly determining what Is fact and what is opinion, a manager is able to analyze the 
problems objectively* This also builds the confidence that your subordinates will have in 
your ability to resolve problems without emotional b'as* Keeping In mind, as a manager, that 
not all problems have quick, ready solutions, a manager must avoid letting a problem continue 
after he has made his initial investigation* Keeping your subordinates aware that you 
recognize the problem, updating them as to your course of action (when warranted), and 
following through will enhance their confidence in your ability to solve problems* In 
addition, by conducting regular meetings with the personnel of the supply section, a supply 
manager can inform his subordinate personnel of new and continuing plans, receive constructive 
suggestions for proving existing policies, and create interest on the part of all personnel 
in the supply section* When conducted properly, meetings also stimulate morale and reassure 
personnel of their part or role in the supply section* 

EXERCISE: Answer the following questions and check your responses against those listed at 
the end of this study unit* 

1* List the three forms of problems that will confront a manager* 

a* 

b* 

c* 

2* State hat the manager must initially accomplish before a problem can be defined* 



3* Name the two types of data associated with problem solving* 
t* 

b* 



Work Unit 2-2* ANALYZING THE PROBLEM 

STATE THE THREE POINTS OF PROBLEM ANALYSIS* 

After a manager determines the type of problem and separates fact from opinion, he 
must consider three vital points in analyzing the problem* First, the manager needs to 
determine specifications * In doing so. the mana^r uses the facts gathered to further 
aetemine the effect orT iccompllshlng the task. gatl. or objective* 

An example of this would be when your additional demands clerk comas to you and states 
the; he cannot reconcile with a particular responsible unit* The reconciliation of additional 
demands are vital for the completion of other transactions throughout the supply unit, such as 
expending or deobllgatlng fiscal funds* Your research determines the following 
specifications: (1) the demand list is not being reconciled. (2) the RU is being represented 
by a different individual eech time it is scheduled. (3) each individual does not completely 
understand reconciliations or what was done during previous reconciliations* 
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Once specifications have been determined, it Is time for the manager to move on to the 
second point In analyzing the problem. The second point Is t o determine who must be 
consulted. For example, In the reconciliation of additional demands, the supply manager would 
consult the QIC or MCOIC of the responsible unit. In consulting the unit, the understanding 
of the specifications by both partners will create the desire to correct the problem. 
However, with problems where complete cooperation or understanding cannot be attained, It Is 
necessary to follow the chain of comtand. 

Always keep In mind that managers of supply units, maintenance shops, and other 
supported units, all have one objective In common and thac is l!;c accomplishment of the 
mission. They a 1 ! consider their mission of overriding Importance, When consulting another 
section head or unit, the supply manager should outline and stresi the Impact of the problem 
on supply support and the unit's mission. In determining who must be consulted, you may, at 
times, find It necessary to consult the higher echelons of the 'upport units. Many problems, 
In transacting supply matters, Involve the various conmodlty areas at the SASSY Management 
Unit, Every supply chief should make It a point to walk tnrough the service support activity 
for his organization and thus become aware of the functions performed there which may have an 
effect on the unit's capability to accomplish Us mission. By becoming aware of the functions 
or respnnslbllttles of the service support unit, you can determine Quickly who to consult for 
the technical support needed to solve a problem. 

The third and final point of problem analysis Is determining who must mak e the 
declslnn . Most decisions are made by the supply manager. However, exceptions can be made If 
the supply manager has entrusted u capable NCO with the responsibility for supervising and 
controlling particular matters. The supply manager should make swift and effective decisions 
to correct all problems that specifications show are In the supply unit. In matters other 
than those that regutre action through the chain of command for supply operations and parent 
command down to the supported units, the supply manager should depend upon the supply off leer 
to use his authority and Initiative. 

EXERCISE; Answer the following guestlon and check your response against the >ne listed at 
the end of this study unit. 

1, State the three points of problem analysis, 

a. 



b. 



c. 



Work Unit DEVELOPING ALTERNATIVE SOLUTIONS 

STATE WHY A MANAGER SHOULD ATTEMPT TO DEVELOP HORE THAN ONE SOLUTION TO A PROBLEM. 

DESCRIBE WHAT DEVELOPING ALTERNATIVE SOLUTIONS FORCES MANAGERS TO DO, 

LIST THREE SOURCES A MANAGER CAN UTILIZE TO DEVELOP ALTERNATIVE SOLUTIONS, 

Rare Is the problem facing a service support manager that canno* be solved In any of a 
variety of ways, with this In mind, a wise manager should attempt to fl'J the jmrt favorable 
solution. Before developing a detailed working solutloi, a manager should attempt to develop 
several alternative solutions. Each solution should have reasonable potentials for solving 
the problem. In each solution, cost, time, and resource regulrements must be considered. 
From these alternative solutions, a manager can select a plan which meets the regulrements and 
yields the most advantageous course of action under current operating conditions. Keep In 
mind that If none of the alternative solutions alone will produce the desired effect* you can 
then develop a solution using a combination of possible alternatives. 

No specific criteria Is used In evaluating alternative solutions, since specific 
regulrements and support vary from one situation to another* The manager freguently starts by 
determining who must be consulted. In analyzing a problem* the comparison of the results 
along with the estimated cost In time, material, and personnel Is the most Important factor In 
determining the best alternative solution. 
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The need to solve the problem is the ultimate goal In selecting the be it solution; 
however * a good solution represents a compromise between the manager's desire for precision 
and the need for flexibility as discussed In planning, A manager should avoid selectlnq a 
solution to any problem that does not allow the capability of adjustment, When helping 
subordinates to solve problems* the manager siiould let them know that circumstances may change 
and that his recommendations may also need to be changed. Understanding why solutions may 
change will Increase the subordinates' confidence In the manager. 

Before putting a solution Into operation It Is desirable to pretest It so that any 
ma,1or difficulties can be detected and corrected. Although at times testing can be difficult* 
there are several approaches that a** feasible. In some situations It Is possible to test a 
solution's effectiveness by simulating the operation of the %c itlon. let's consider* for 
example, a solution for correcting a problem In the Inventory control system. Using 
historical data, you may give a dry run to the solution. In case of Urge problems where 
detailed change may e*1s*« the operation of the solution could be studied for weaknesses under 
simulated conditions, and the results compared with the existing system. 

If the actual simulation Is Impossible* the manager must go through a mental 

simulation pro- ^ss. He should consider a posslMe 'low chart with which to arrive at the 

solution, step by step* carefully checking the need for and the flow of all Input and output 
data relative to the activities Involved to obtain the solution. 

Up to this point the discussion has been based on problems that can be solved In 
various ways. However* In attempting to solve problems, a manager should first determine the 
type of problem, then separate opinion from fact, and then gather all relevant date to ensure 
that the perceived problem Is in fact a real problem. The manager should also develop 
alternative solutions to the problem. Often when confronted with a problem, managers see what 
at first seems to be the obvious answer to the problem. However* that obvious answer or the 
either/or solution could be misleading. To avoid this miscalculation, the manager should 
develop alternative solutions In addition to the first thought misleading solution or the 
either/or solution. 

When developing alternative solutions, managers are often their own best source from 
which possible solutions can be derived. This may Be considered a feather In their hat. The 
supply manager. In fact, possesses experience , which leads to logical thinking , and 
creativity . All three sources can be utilized by the manager to develop alternative 
solutions. For example, when gathering relevant data for a problem solution, a manager might 
remember that the current problem 1$ similar to one that he has solved or dealt with In the 
past. Because of the similarities, the manager may be able to use his past experience In 
developing the solution for the new problem. The data that the manager collects could 
possibly show a trend; a trend that the manager mav have dealt with In the past when he was a 
manager or even as a clerk. This past experience can now assist him In his systematic and 
logical approach to develop alternative solutions. 

If a manager Is confronted with a new problem area, his experience and resourcefulness 
In solving other problems may help him to use a combination of elements to find a solution. 
In doing this, the manager Is using his creativity developed through years of experience. So 
every manager whether experienced with smaller operations or larger complex units should not 
hesitate to utilize experience, creativity* and logical thinking to resolve problem through 
development of alternative solutions. 

EXERCISE: Answer the following guestlons and check your responses against those lilted at 
the end of this study unit. 

1. Why should a manager attempt to develop more than one solution to a problam? 



2. What does developing alternative solutions force a manager to do? 



List the three sources a manager can use to develop alternative solutions. 

a. 

b. 

c. 
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Work Unit 2-4* CONSTRAINTS ANC BARRIERS TO MANAGEMENT DECISIONS 



LIST THREE CONSTRAINTS THAT LIMIT A MANAGER'S DISCRETION IN DEVELOPING ALTERNATIVE 
SOLUTIONS* 

LIST TWO BARRIERS TO A MANAGER'S CREATIVITY* 

In searching for alternatives* managers face certain constraints that Unit thai* 
These constraints eliminate certain choices that would otherwise be possible* The most common 
constraints are authoritative* material, and fiscal* The manager of a using unit usually 
knows better than anyone else In the unit what problems he faces and what needs to be don to 
overcome these problems* He has the best understanding of the conditions surrounding hfs 
work* The manager knows thg people involved, sees the need for action* and urgently needs to 
take the action called for by the situation; but many times he Is prevented from solving the 
problems because of decisions and directive! from higher authority* This Is not only true for 
supply managers; It is also true throughout the military establishment and civilian business 
world* 

Material constraints are those which limit the action possible in a problem solution* 
For example* the lack of space for storage of supplies and T/E equipment, insufficient 
materials handling equipment* or a lack of time or personnel my be restrictive to a manager 
who Is trying to develop the most favorable solution* By using the creativity possessed by 
most experienced managers* the manager can develop an effective solution in vie most adverse 
conditions* 

Fiscal constraints are not peculiar to Marine Corps managers* they are constraints 
that are world-wide* That is why* when developing alternative solutions* the cost of the 
various solutions must be considered to determine which is the most fiscally sound* An 
example of this could be the consolidation of runs to pick up supplies and other business of 
the unit* thus cutting back on nonessential materials in order to procure more essential 
supplies with justified usage data* 

The authoritative* material* and fiscal constraints which limit a manager's discretion 
are imposed upon a manager by external sources* It should be obvious there isn't much that a 
manager can do to broaden his sphere of influence; however* a manager should concentrate on 
eliminating internal barriers which greatly effect his ability to creatively develop possible 
solutions* Two of these barriers which most often are generated by the manager himself art 
fear and habit* 

When managers are afraid of making mistakes* their ability to reach a solution Is 
impaired* Fear becomes an obstacle* It disrupts positive planning and willingness to fully 
develop alternative solutions to problems* Fear demotlvates and slows down a manager who 
would otherwise attack his tasks conscientiously* Fear generates a feeling of unsureness each 
time he makes a decision* The only fear a good manager should allow himself Is the fear of 
Inaction* When facing severe problems* It is better to do something than nothing at all* even 
if it's wrong* 

Habit stems from permitting yourself to utilize only experience* Being aware of your 
habits and thus developing alternative solutions through creativity* will make your position 
as a manager more meaningful and self-rewarding* 

Both fear and habit can be reduced by becoming knowledgeable of all directives and 
orders on supply matters before attempting a particular task* T>*n the manager must use that 
knowledge to establish positive communications with his superiors when he Is defining local 
requirements* An example of this would be the supply chief knows that deployment is scheduled 
ana therefore researches through applicable directives for embarkation tactical markings 
befon he asks the unit embarkation OIC for local requirements* 

EXERCISE: Answer the following questions and check your responses against those listed at 
the end of this study unit* 

1* List the three constraints that limit a manager's discretion In developing 
alternative solutions* 



b* 



c* 
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2* List the two barriers to a manager's creativity* 

a* 



b* 

Work Unit 2-5* CHOOSING THE BEST SOLUTION 

STATE THE TWO QUESTIONS A MANAGER MUST ANSWER IN CHOOSING A SOLUTION* 

STATE THE TWO PRIMARY CONSIDERATIONS IN CHOOSING THE BEST SXUTION* 

STATE THE ESSENTIAL QUALITY IN SELECTING THE BEST SOLUTION* 

You have gone step by step through an analysis of a problem and proposed alternative 
solutions* Now you must choose* To ensure that the solution chosen Is the best possible, you 
should ask yourself two questions: first, will this solution wive the problem, and secondly, 
do I have the mans to do this* If the answer Is yes to both questions, then you should 
proceed to add up the cost* Any other solution which contains a yes answer should nt be 
discarded, because, If the execution of the selected solution proves unfavorable, a part or 
all of It should be replaced by an alternative solution* 

The primary considerations In choosing the best solution should be how to obtain the 
greatest result and how to expend the least effort* This Is simple economy— how to get more 
for the money* The essential quality required In selecting the best solution is that the 
solution must be flexible* The selected solution must be flexible enough to achieve the 
greatest results by expending the least amount of effort* Let's now examine how tHs can 
apply to a routine problem. 

Your purpose code *t* clerk has a problem In accounting for Individual equipment* You 
begin by gathering data and defining the problem* Transactions which have been submitted are 
examined for accuracy* You verify the Inventory accuracy for Items on hand and reconcile the 
custody records* At this point, you determine that critical shortages exist* You list 
several possible solutions* 

a* deprogram funds to replace critical Items* 

b. Check for excesses among other units. 

c* Borrow items from other units to support critical operations* 

d* Request additional funding for the shortages* 

By examining these alternatives, you decide to use a combination of all four* First, 
you borrow critical Items In order to support the training exercise that will take place the 
following week* Second, you call on other supply chiefs to locate excesses* Third, you 
consult with the supply officer to decide what funds can be retrograded, and what additional 
funding will be required* 

EXERCISE: Answer the following questions and check your responses against those listed at 
the end of this study unit* 

1* What are the two questions a manager must answer In choosing a solution? 

a* 

b* 



2* What are the two primary considerations In choosing the best solution? 
a* 

b* 

3* State t s * essential quality required In selecting the best solution* 
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Work Unit 2-6* USING FEEDBACK 



OEFINE FEEOBACK* 

LIST TWO ICTHOOS OF OBTAINING FEEOBACK* 

STATE THE THREE THINGS FEEOBACK TELLS A MANAGER* 

Responsible NCO's play an Important role In the accomplishment of tasks, goals, and 
objectives* This relieves the manager from same of his tasks and he can +.uis devote his 
attention to other matters* However, the manager should maintain his Involvement In all tasks 
by using the controlling factor of feedback* Feedback Is the manager's means for finding out 
hew the solution Is working* Feedback can be used to maintain control* remove distortion* and 
provide the opportunity to select any options or alternative solutions that become more 
favorable* 

Them are two methods for obtaining feedback* One Is that the manager conducts 
personal checks on the Individuals directed to resolve the problem* This persona* cheat Is 
not the most desirable because of the amount of time required of the manager; however. It may 
be necessary when the tasks assigned to Individuals are larger and more complex* 

A manager must determine the level of experience and capability of the Individuals 
assigned to perform the task. If the NCO Is knowledgeable, experienced, or has those 
leadership traits necessary to carry out a task assigned, then the supply chief would prefer 
periodic reports from that NCO. This Is the preferred typo of feedback, since the supply 
chief may* In this manner, accomplish three Important objectives* provide training and 
experience to the NCO* free the manager to carry out other tasks* and accomplish the nit si or 
of problem solving* 

Whether personal checks or periodic reports are used by the supply chief, there are 
three points that feedback provides the manager* First, Is the decision the right one? This 
can usually be answered by the manager when the HCO reports Jiat plans are on schedule and nc 
problems have been found* Second, are desired results being achieved? The manager should 
reexanlne the solution to determine from feedback whether or not the results are being 
achieved, As intermediate goals are reached, It may be determined that a different solution 
would be best suited to further fulfill the task. Timely periodic reports or person/! checks 
are Important* Third, Is additional action required? Even after modifying solutions during 
the course of directing* additional action may be required to complete the task or correct 
other problem, that may have been generated* 

Let's now examine a situation that Involves all that has been said thus far* 

As a new supply chief in a? Infantry battalion who has just completed a successful 
tour of Independent duty with a reserve unit, you are very busy reviewing something you have 
not been involved with for years or may have never confronted before " something called 
SASSY. You should realize that telling the supply officer or the S*4 that you are slow in 
performing or unqualified Is only a *cop»out** You examine all that Is going on around you, 
conduct Interviews with personnel from each functional area, and visit personnel of service 
support units* such as the stftj* In an attempt to gather all the knowledge you can, you begin 
to realize that as a manager you cannot cover all the base?* This Is when you realize that 
your planning, directing* and controlling functions must be employed to dispense proper 
training and the right b'tend of assigning responsibility to NCO's* You are Aen left to deal 
with exceptions; however, you don't want u sit back and wait for problems to arise* 
Therefore* you start Improving the efficiency of your unit's operation* You assign qualified 
subordinates to responsible positions, you conduct cross training and hold meetings with 
personnel to determine for their and your benefit the progress attained and to form new 
plans* Suddenly a problem Is uncovered and a decision has to be made* The problem involves 
all the new mount-out boxes that had been prepared by your predecessor and that have not been 
marked with the unit's eirbarkatlon numbers* Deployment Is only a month away, and your 
Immediate attention must be devoted to a FSHAO visit which Is coming before deployment; you 
must act soon. At this point you Identify the actual problem by using the orders pertaining 
to embarkation and the discussions with the ertiarkatlon officer or embarkation NCOIC* After 
gathering all relevant data, you analyze the problem by defining specifications* For example, 
what work actually has to be done* what supplies are needed* From there you go further and 
develop good practical alternative solutions* Once your decision has been reached and 
approved by the sypply office*** you must put all the wheels In motion* you must assign t 
responsible NCO from the warehouse to carryout your plans* 

You appoint a minimal amount of support personnel to carry out the task of correcting 
the problem so that you will not Interfere with the progress of other personnel In the 
warehouse who are preparing for the FSHAO visit* Your personnel realize your sincerity and 
the Importance of their role from the discussions you have had with them* The NCO Who has 
been assigned the responsibility for accomplishing the task Is motivated by the responsibility 
and trust the supply chief has Imposed upon him* and thus will strive to achieve his goals* 



At the same time the supply chief can continue to monitor the progress for the FSMAO visit. 
As Instructed* the NCO makes periodic reports to the supply chief and carries out changes In 
plans to complete the task, Finally* when the NCO has accomplished his task* he will 
experience a great feeling of accomplishment for a job well done as noted by the supply chief* 
and he will be ready for more and greater responsibility. The supply chief* while supervising 
his personnel* will always he available and responsive to his seniors, 

EXERCISE: Answer the following questions and check your responses against those listed at 
the end of this study unit, 

1, Write out the definition of "feedback* 1 . 



2. What are the two methods for obtalnlnq feedback? 

a. ^ 

b. 

3. What three things does feedback tell a manager, 

a, _ 

b. _ _ 

c. 



SUMMARY REVIEW 

In this study unit you have learned to Identify an effective problem solving 
technique. However* no problem solving technique can be said to be mistake-proof . But* you 
will realize that by using the techniques described here and the three resources of 
experience* logic* and creativity that you as a manager have developed through the years of 
supply background, you can broaden your skills In the decision making process. 



Answers to Study Unit #? Exercises 
Work Unit 2*1. 

t, a. Personnel 

b. Breakdown In operations 

c. Inefficiency 

?, Gather relevant data 
3. a. Facts 
h. Opinions 

Work Unit 2-2. 

t, a. Define specifications 

b, Determine who must be consulted 

c. Determine who must make the decision 

Work Unit 2-3. 

I. Most problems can be solved In various ways and the manager must attenpt to find 
the best solution* 

2> Avoid the frequently misleading obvious solution or the either/or solution. 
3, a. Experience 

b* Logic 

c, Creatlv ity 
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Work Unit 

1, a. Authoritative 

b, Material 

c, fiscal 
Z* a. fear 

b, Habtt 

Work Unit 2-5, 

1, a. Will this sol** the problem? 

h. Do I have the means to do this? 

2, a. Greatest results 
b, Uast effort 

1, It fnust be flexible 

Work Unit 2-6. 

1* Means by which one can find out how the solutlo? 1s working 
?« a. Personal checks 
b, periodic reports 

3, a. Is the decision the right one? 

b. Are desired result* being achieved? 

c, Is additional action required? 
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STUOY UNIT 3 



ORGANIZING AND MANAGING THE SUPPLY OFFICE 



STUDY UNIT OBJECTIVE: UPON SUCCESSFUL COMPLETION OF THIS STUOY UNIT YOU illl BE 
ABLE TO IDENTIFY VARIOUS FACTORS TO BE CONSIOEREO IN THE PHYSICAL ARRANGEMkNT OF 
AN OFFICE, IN ADDITION. YOU WILL RE ABLE TO IOENTIFY THE MAJOR CAUSE OF BACKLOGS 
IN PAPER FLOW, AND THE USE OF TECHNIQUES TO ASSIST IN ALLEVIATING PAPER FLOW 
BACKLOGS, YOU WILL ALSO BE ABLE TO IDENTIFY THE CHANNELS OF INTERNAL AND EXTERNAL 
COMMUNICATION, THE DOMINANT MODE OF TRAINING PERSONNEL, AM THE STEPS TO AN 
EFFECTIVE TRAINING PROGRAM, 



There are many factors that disrupt the flow of transactions In a supply office. As a 
manager, vou should be aware of etery detail that causes a hackloq In transactions and hurts 
your contrnlllng factor* Fnr example, the supply chief of any using unit In the FMF that has 
many ciistftws )jHn:j tile course of a nornal workday ihvrtd position himself so tie nay 
nmpletely observe all Functions that are carried out In the office, 

When reporting Into a new unit or relocating the supply office, a manager should be 
aware of how a simple arrangement of office furniture, office machines, and functions 
performed by supply personnel can Influence the effectiveness of the siw>ly unit. The 
physkal arrangement of desks within the office should lie strategically placed to allow for a 
snooth flow of work. At some time In your career, you ntmemher walking Into a supply unit and 
having to walk to the rear of the office to %t\rt a transaction and having to walk by the many 
desks In the office interrupting everybody's work whllegolng through. All supply offices 
have many customers who have to eiter the office at some time during working hours, Depending 
tjn the location, the configuration of the office, and the type of support that the supply unit 
provides Its customers with, the manager should position the desks so that the customers may 
enter causing minimal dlsr.jptlons. Because of the various functions provided by an office. It 
may he practical to set up a counter where clerks can transact business with customers. This 
method will preclude the Interr; itlons that would occur If customers wore permitted to enter 
Into the office. Personnel who have the least amount of business to transact with customers 
should he located the furthest away possible from visitors. On the other hand, a counter 
wnuM he impractical for units that have few customers who transact business In the supply 
->f*1r** 

Office machinery should be located so that 1t Is close to people who use It, If a 
clerk has to walk from his desk to the office machine to use It, the clerk's concentration 
will he disrupted tine and time again throughout the day* 

When arranging an office to meet the needs of the customers aid to provide a smooth 
flow of work, the manager must also ensure that there Is adequate llahtlng for all clerks. 
Two negative effects caused by poor lighting are: first, a decrease In productivity; and 
secondly, a decrease In effectiveness* An Individual that has to strain just to read a 
transaction presented on paper will lever gain the concentration level or momentum needed to 
perform effectively* 

Let's e<an1ne an effective office arrangement for a FMF using tnlt supply nfflce. In 
studying the diagram below, note the ease of paper flow and controlling factor of the manager. 



Work Unit 3*1, PHYSICAL ARRANGEMENT 



DESCRIBE WHY DESKS SHOULD BE STRATEGICALLY PLACED WITHIN THE OFFICE, 



STATE WHERE OFFICE EQUIPMENT SHOULD BE LOCATED, 



LIST THE 140 NEGATIVE EFFECTS OF POOR LIGHTING* 
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Ft 9 3-1* An affective office arrangement for an FMF supply office* 

In the next diagram let's examine a supply office that has a counter top to accomodate 
a large number of customer Inquiries* 
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Flq 3-2. An effective office arrangement for an FMF supply office 
with a counter top. 

EXERCISE: Answer the following questions and check your responses against those listed at 
the end of the study unit, 

1. Describe why desks should he strategically placed *1thin the office. 



2. state where office equipment should be located. 
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3* Ltst the two negative effects of poor lighting* 
a* 

h* 



Work Unit 3-2* PAPER FLOW 

STATE THE KAJOft CAUSE OF BACKLOGS IN TRANSACT I OW PROCESSING* 

OtSCRlBE THE FUNCTION OF A FLOW CHART AS IT RELATES TO THE PAPER FLOW* 

DESCRIBE THE FUNCTION OF DESK TOP PROCEDURES AS THEY RELATE TO PAPER FLOW* 

Thus far we've seen how the arrangement of desks* office equipment* and lighting can 
adversely or favorably affect a smooth and efficient paper flow* These factors can also 
affect the level of backlogs* However, mis routing In the flow of documents *s the major 
cause of backlogs In transaction processing* Because Loaded Unit Balance File {LUBF) 
exceptions are normally the result of failure to process the required transactions In a 
timely manner, the number of this type of exceptions can frequently be reduced by resolving 
problems In the flow of paperwork* Often* a clerk receives a transaction that Is out of the 
normal routine* If not properly trained or Instructed, the clerk will delay the processing 
of those transactions which are Infrequently received* Kany supply offices develop Interne! 
methods for correcting the backlogs In the processing of transactions* By devoting time for 
explanation during training periods* the manager can go over the many types of transactions 
that are received and explain how each transaction should be handled or processed* This 
method can be effective; however,, it Is best used In conjunction with flow charting* A flow 
chart can be used as a model to depict correct paper flow* A flow chart can also be a ready 
reference for clerks* It keeps the manager from having to stop each time a clerk Is In doubt 
about the handling of a transaction* More Importantly* a flow chart will cut down on the 
time delay caused by Infrequently received transactions* 

Another method of assisting the supply unit In adequately processing the paper flow 
Is by the use of desk top procedures* Kany commands make It mandatory for each clerk to 
establish and maintain desk top procedures* Even when desk top procedures are completed, 
many managers and clerks just file them away and break them out when an Inspection team or 
someone asks to review them* Like a well constructed flow chart, well constructed desk top 
procedures will tell where documents come from* how they are processed, and where they are 
sent* This can he a vital asset to a clerk that has to fill In for another who Is absent to 
prevent a delay In paper flow* The whole key to the effectiveness of flow charting *nd desk 
top procedures Is to establish good ones and use them* 

Let's examine the following flow chart of a using unit to show how It can assist the 
additional demands clerk while processing a receipt transaction* Remember t* keep In mind 
that flow charting can be tailored to local requirements* 
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Notet For further training on the M1HMS clerk pr dures, refer to MCI 30,21 M1MMS 
Procedures for the Supply Clerk, 

Flu 1 -3, Plow chart for the additional demands clerk for processing a 
receipt transaction. 



3-5 

41 



FLOW CHART 
RECOCT TRANSACTION 










1 mm iut»i 1 


1 1 






Nott t for further treiaittg on the KIKMS clerk procedures refer to MCI 30*21 
MUM Frocidurct fot the Supply Clerk. 

Pig 3-4* Flow cturt for the edd It tonal demand* clerk for procetiln^ e 
receipt treattctlon* 
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Figure 3-3 deplctt the flow of a receipt traduction throughout the entire supply 
unit, and provides an understanding of the whole process. Figure 3-4 depicts how the 
additional demands clerk processes the receipt transaction. It would be incorporated In the 
desk top procedures so the clerk Is provided with daulled guidance. 



EXERCISE: Answer the following questions and check your responses against those listed at 
the end of this study unit. 

1. State the major cause of backlogs In transaction processing. 



2. Oescrlbe the function of a flow chart .is It relates to the paper flow. 



3. Describe the function of desk top procedures as they relate to paper flow. 



Work Unit 3-3. INTERNAL AND EXTERNAL COMMUNICATION DEFINED 

NAME THE ACTIVITY THAI SHOULD OEMANP HOST OF A MANAGER'S TIME. 

DEFINE EXTERNAL C0HMUNICA1I0N. 

DEFINE INTERNAL COMMUNICATION. 

Throughout the preceding study units, we've discussed fundamentals of management. 
These fundamentals contelned two major objectives. First to help the manager to become more 
aware of his duties as a manager. Secondly, and most laportanly, to free th* manager from 
tedious, routine work In order to accomplish the responsibilities of his por.tlon. Let's now 
focus primarily on the role of the supply manager. The activities that should demand most of 
a manager's time are Internal and external ccenunlcatlons. A supply manager, responsible for 
the planning, directing, and controlling of activities from higher levels of authority to the 
lower levels of support, becomes e facilitator of communication! between the two levels. The 
level of conminlcatlons that exists within your office end with your customers can be defined 
as Internal communications. The conminlcetlons between your unit and higher supply echelons 
or other supply offices Is defined as external comunlcotlons. 

Intemel cotmunlcatlons may be Inter-office or Intro-office, inter-office 
comunlcotlons with tho customers of your supply account Is essential to provide adequete 
supply support, intra-offlce communication between functional areas, for exemple, the 
warehouse with the purpoae code "C clerk, Is also frequently necessary for reconciliations, 
spot Inventories, end clarifying transaction processing. The need for Intra-offlce 
cotmunlcetlon Is the purpose for estebllshlng good paper flow and good office arrangement* 
Both forms of Internal comnunlcatlons should be encouraged by the manager. As the supply 
manager, you are constantly monitoring communications within your unit and with higher 
authority. Either form of coanunl cations can be oral, by written transactional or by written 
correspondence. Regardless of the means of communication (internal or external), the supply 
chief becomes a facllltetor for the unit. The supply officer will normally allow a 
subordinate to conmunlcete externally only In exceptional cases. Otherwise, he not only 
tekes himself out of the picture, but also loses the fundamental functions of directing end 
controlling In managing his organisation. 

EXERCISE: Answer the following questions end check your responses against those listed at 
the end of this study unit. 

1. Name the activity that should demand most of a manager's time. 



2. Define external communications. 
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3. Define Internal cownunlcatlons. 



Work Unit 3*4. TRAINING PERSONNEL 

NAME ;he TRAINING NODE THAT IS PREDOMINANT IN THE MARINE CORPS. 

STATE WHAT IS A NECESSARY FACTOR FOR OBTAINING THE OESIREO RESULTS FROM 
ON-THE-JOB TRAINING. 

LIST THE FIVE BASIC STEPS TO AN EFFECTIVE TRAINING PROGRAM. 

Throughout the Marine Corps there art many formal schools that provide the basic and 
advanced technical skills to perform designated objectives. But. on-the-job training Is the 
most predominantly utilized method of training In the Marine Corps. On-the-job training Is 
often more effective than any other means of training. This Is because on-the-job.tr alnlng 
provides a trainee with authentic situations that will occur during the performance of his 
duties. As a supply chief, you may have had the opportunity to attend all the formal schools 
available to supply personnel. However, most of the knowledge you have gained comes from the 
experience of on-the-job training. 

The one factor that Is necessary to obtain the desired results from on-the-job 
training Is a qualified trainer. It's most Important that you. the supply manager, ensure 
that all supply personnel that receive on-the-job training are supervised by qualified 
trainers. A qualified trainer can be anyone who knows all the Ins and outs of the job that 
Is supervised. Many effectively operated supply units develop a training program whereby all 
Individuals In the office and warehouse train each other In their respective duties by 
rotating personnel with an on-the-job training program. Many obvious advantages are obtained 
through this method. The unit does not lose personnel to go TAD for formal school, and the 
student will experience a reallsltlc raining environment. 

In any effective training program, there are five basic steps that should be observed: 

Tell them. Explain each step of the task being taught. 

Show them. Demonstrate how the task Is accomplished. 

They tell you. The subordinate explains the steps of task to you. the Instructor. 

They *how you. The subordinate actually demonstrates his ability to accomplish 
the task. 

Repetition. The subordinate repeats telling and showing you until the desired 
perfection is obtained. 

All of these basic steps are Important to ensure that the trainer and trainee 
thoroughly consider and understand the scope of duties associated with a job assignment. 
Ideally, all personnel would attend a formal school to acquaint themselves with the basic 
skills prior to reporting for duty. 

It would be best to have a training program whereby each individual would be trained 
without loss of time on the job. Many supply managers are reluctant to pursue an Internal 
training program because they fear that their personnel will lose valuable time performing 
their routine duties. However, the supply manager should note that trained personnel 
accomplish their duties more quickly and accurately leaving more time to conduct further 
training. When properly set up. a training program can not only train your personnel, but 
can work around normal, routine duties. There Is much that can be said concerning training 
personnel; however, a simple understanding of the five basic steps and the use of a qualified 
trainer will accomplish most of the objectives of a successful on-the-job training program. 

One of the best Instructions available to a supply unit comes from those who Inspect 
or conduct analysis of your account. Alt major comnands normally have command Inspection 
teams or SASSY management teams. These teams have a responsibility to ensure compliance with 
Marine Corps supply policies. Major commands also offer local training progress for supply 
specialties. FSMAO and major command teams are very resourseful In providing help where 
needed. Your supply personnel greatly benefit from the supply officer's and supply chief's 
enthusiasm In providing both on-the-job and outside training programs. 



EXERCISE: Answer the following questions and check your responses against those listed at 
the end of the study unit. 

1, Name the training mode that Is predominant tn the Marine Corps, 



State what is a necessary factor for obtaining the desired results from 
on-the-job training. 




SUMMARY REVIEW 

In this study unit you have become acquainted with the various factors to be 
considered In the physical arrangement of an office. You are now able to describe and 
understand the major cause of backlogs In paper flow and you can define and describe the 
channels of Internal and external communications. You are now able to name the dominant mode 
of training personnel and the five steps of an effective training program. 

Answers to Study Unit # 3 Exercises 
Work Unit 3-1. 

1. To reach a srooth flow of work. 

2. Near the people who have greatest usage time. 
1, a. Decrease In productivity 

b. Decrease In effectiveness 

Work Unit 3-2. 

1, Mlsroutlng In document flow 

?, Used as a model to depict correct paper flow 

1. They will s'iow where documents come from and where they are sent. 

Wo^St Unit 3-3. 

1. Internal and external conunlcatlons 

2. Communication between your office and other offices 
foninunlcatlon within your unit 



Work Unit 3^4, 

1, On-the-job training 

2, Qualified trainer 

3, a* Tell them 

b. Show them 

c. They tell you 

d. They show you 

e. Repetition 
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STUDY UNIT 4 



SETTING GOALS 

STUDY UNIT OBJECTIVE: UPON SUCCESSFUL COMPLETION OF THIS STUDY UNIT YOU WILL BE 
ABLE TO IDENTIFY THE DEFINITION OF A GOAL AND THE DIFFERENCE BETWEEN A GOAL AND AN 
OBJECTIVE* IN ADDITION. YOU MILL BE ABLE TO IDENTIFY THE PURPOSE OF GOALS, AND 
THE METHODS OF MEASURING GOAL ACHIEVEMENT. 

Work Unit M» GOALS ANO OBJECTIVES 

DEFINE GOAL* 

DESCRIBE WHAT A GOAL SHOULD SIGNIFY* 

STATE HOW A GOAL CONTRASTS WITH AN OBJECTIVE AS IT RELATES TO TIME* 

Thus far we've addressed the functions of management, the decision making process, and 
the organization and management of the supply office* We have seen what causes paper flow, 
backlogs, and how to reduce paper flow backlogs* We also have Identified Internal and 
external communications, and have named the dominant mode of training personnel* In this 
final study unit we will <jse those management techniques in setting effective goals* 

Each manager in addition to planning, organizing and directing his unit toward 
measureable objectives, must establish goals* Goals are simply defined as accomplishments 
needed to meet organizational objectives* If your unit's objective is to prepare fcr 
deployment, you might establish such goals as the computation of quantities of equipment, 
ensuring adequate amounts of repair parts on hand to support the quantities of equipment that 
the property records reflect as on hand or on custody, and the requisitioning of shortages or 
the replacement of unserviceable items* In defining goals to accomplish organizational 
objectives, It should be understood that goals slglnfy where you are going* In contrast to 
objectives, goals are short range whereas objectives are long range* Also, as stated above, 
one objective can contain many goals* 

EXERCISE] Answer the following questions and uheck your responses against those listed at 
the and of V»U study unit* 

1* 3**1 ne goal * 



2. What should a goal signify? 



3. How does a goal contrasts with an objective as It relates to timet 

Work Unit 4-2* PURPOSE Of GOALS 

STATE THE PRIMARY PURPOSE FOR SETTING GOALS* 

DESCRIBE WHY A UNIT SHOULD BE GOAL ORIENTED RATHER TtW TASK ORIENTED, 

In establishing goals for achieving an objective, you should keep In mind the primary 
purpose for setting goals: to facilitate achievement* Goals are like stepping stones that 
accomplish small or larger tasks that when combined will make the objective obtainable* Let's 
take, for example, study unit 3, where we discussed the paper flow backlogs* To reduce the 
problem of backlogs you should set up goals as well constructed desk top procedures, an 
organized d<r*k arrangement, and flow charts* All of these goals together make It possible to 
obtain the objective of reducing backlog In paper flow* 
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Goals* combined with the management techniques of directing, planning* anil 
controlling, will alleviate many delays and problems by Identifying solutions and locating the 
source of the problem. Goals can be used to measure the distance to an objective and to 
Identify problems In reaching the objective, tn the planning stages of unit deployment* units 
would he faced with certain requirements for special clothing* special equipment, 
transportation* boxes* and administrative and operational supplies. In other words, goals 
serve to make >*out1ne matters combine to meet an objective. 

Too many Inexperienced managers schedule their time from day to day with a list of 
many tasks written on a tablet. These lists are often titled as "Things to Do" or "Things to 
Remember**. The manager most frequently lists such Items as: 

1. Locate lost shipping mat for typewriters. 

2. Hake sure purpose code "C" clerk has Issued fire extinguishers on custody. 

3. Tell additional demands clerk which RO to reconcile next. 

The above 11st that many supply managers produce to plan their time for the next day 
could be avoided by using the goals which will automatically eliminate these routine 
problems. An effective training program, desk top procedures* or jsslgnment of such duties to 
responsible NCOs are some goals that can help.. While It's necessary for a supply manaqer to 
remind himself of his managerial tasks each day* he must avoid establishing a "task oriented 
unit** but rather establish a "goal orie nted unit* . Goals are accomplishments nSS7ed to reach 
organizational objectives. A goaTo7ter(ted unTTachleves results, whereas a task oriented 
unit disregards results because each task H like a fire* and they are constantly fighting 
fires. These fires spread 1n different directions each time so no objective Is ever achieved 
or even visualized. 



EXERCISE: Answer the following questions and check your responses against those listed at 
the end of this study unit. 

1. State the primary purpose for setting goals. 



2. Describe why \ unit should be goal oriented rather than task oriented. 



Work Unit 4-3. GOAL CHARACTERISTICS 

STATE THE THREE CHARACTERISTICS OF A GOAL. 

LIST THE THREE CHARACTERISTICS OF A MANAGER'S ORDER WHEN DIRECTING A UN7T TOWARD 
A GOAL. 

STATE THE TWO TYPES OF GOALS A MANAGER CAN USE. 

By simple observation of functional areas, screening reports and listings* and plan- 
ning training conmltments* a manager Is able to determine the objectives that must be met. 
After objectives have been established* the manager's next step Is to set the goals necessary 
tr accomplish the organizational objectives. In considering the goals that will facilitate 
toe achievement of the objectives* the goal must contain three characteristics. First* the 
5««1 must be meaningful. Ask yourself* "Does the goal have a definite and direct approach 
towar3s~accompi isning the objective?" "Does the goal accomplish the needed requirements to 
meet the objective?** 

The second characteristic of a goal Is that 1t should be result oriented . Many times 
supply managers may set off ta accomplish a goal that has no result at all* or generate other 
problems that need to be corrected. For example* your unit may be in desperate need of 
additional funding to support a large number of additional demands that are needed by the 
ordnance section for repairs. In a situation like this* the battalion comander may express 
great concern to the supply officer. Many supply chiefs will have the MAL clerk and 
additional demands clerk provide a long list of candidates (pending additional demands) for 
possible cancellation. 
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By sjbmlttlng 2C1 transactions to request cancellation on pending SAC-I deficiencies and 
selected back orders from the supply source* the manager has Increased the possibility of 
coming up with the funds needed. However * the manager may have saved time and funds by simply 
requesting the additional funds from higher headquarters. If denied* then the above steps may 
become your only resource* but If this suddenly unbudgeted and unforeseen expense Is appro^d* 
the manager would have saved time which could have been lost by the clerks having to reorder 
the deficiencies cancelled when funds become available later. Certainly* It is conmonly 
considered qood economy and policy by most major commands to reprogram funds* It posslhle* to 
support unforeseen deficiencies; however, It's not good policy to cancel additional demands 
when the need stilt exists. 

The third characteristic Is that the goal has to be achleveable , In considering any 
qoal towards accomplishing the ofclectlve* be sure your unit Eas the means and capability to 
perform the tasks related to the qoal. Also consider whether a qoal can provide an 
achleveable result based on the unit's capability and mission* For example* your unit is a 
Infantry battalion. Your unit does not possess materials handling equipment (fork lifts* 
etc). Consequently* building larger boxes for mount out supplies as a goal may be 
achleveable* meanlnqful* and result oriented In a garrison situation* but will place 
restraints on the unit In training or combat operations* As a manager* } lot of thought 
should be qtven to avoid the adverse effects a minor goal may hove on attaining an objective. 

In amnion to the three characteristics of a goal* you should keep In mind three 
characteristics of a manager's order when directing a unit toward the goal. They are the sane 
as those discussed In the controlling function (work unit 1*15* Acceptable Controls)* 

Th<* first characteristic Is simple. All orders from the manager should be stated as 
slinply as possible to avoid confusion or misinterpretation by subordinates* Secondly* a 
manaqer's order should be easily understood. You should assure that all orders are easily and 
completely understood before any subordinate Is delegated responsibility* One way to ensure 
It Is easily understood Is to ask the individual who Is delegated responsibility If he has any 
questions regarding his orders* And finally the order would be accepted as necessary * Ensure 
the Importance of an order and always avoid assigning goals that are designed to keep troops 
busy. Busy work (work that has no results or meaning) should be for training periods that 
will be meanlnqful , 

After close examination of the goals that have been selected* the manner should look 
at his personnel to determine which of the two types of goals to use— Individual or unit 
gjals. An Individual type of goal would Involve only one subordinate* or a few Individuals 
assigned different goals that require Individual expedience. In all cases* the manager can 
rely on the Individual to carry out these goals because the goals are closely related to the 
subordinate's everyday routine duties* or the goals consist of tasks that require no direct 
supervision and assistance to complete. Unit goals are those goals assigned to the unit or a 
group of Individuals (normally directly supervised by an HCO), Unit goals are normally 
smaller tasks that must be accomplished to meet unit objectives, Erectljn of tents and 
unloading of warehouse and nfflce supplies are unit goals that must be accomplished In order 
to set up a field supply warehouse. 



EXERCISE: Answer the following questions and check your responses against those listed at 
the end of this study unit, 

1, State the three characteristics of a qoal. 



?* List the three characteristic of a manager's order when directing a unit toward a 
qoal , 
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3* State the two types of goals a manager can use, 
a. 



b< 



Work Unit 4-4, HOW GOALS ASSIST SUBORDINATES 

STATE HOW A flOAI. ORIENTED UNIT ASSISTS SUBORDINATES, 

DESCRIBE HOW SETTING A GOAL FOR A SUBORDINATE CAN ASSIST THE MANAGER IN HIS 
ADMINISTRATIVE DUTIES. 

Once a manager has grasped the skills of management techniques and his unit Is now 
moving towards objectives as a goal oriented unit* all of the people that are a par', of this 
successfully run unit benefit in many ways. 

As an experienced supply manager* you can recall the feeling of relief once a 
successful Inspection or analysis 1s over. All the subordinates congratulate each other and 
discuss the final results of the Inspection* and a new feeling of unity is shared among all 
the supply personnel. This feeling of unity can be regenerated time and time again by the 
accomplishment of goals* both Individually and as a unit. In work unit 4-2 we saw that a goal 
oriented unit achieves results. Likewise* a goal oriented unit assists subordinates In 
helping then set personal work targets. A unit that prepares well for an Inspection or 
analysts Is goal oriented In order to reach the final objective of a favorable report. A unit 
or Individual that sets his goals can better visualize Where he Is going* and In doing so* can 
readily indicate what personal work targets need to be set* A publication/research clerk sets 
the goal of ensuring all required publications ere on hand or on valid requisition* fie starts 
out by checking the unit T/E and determines each item the unit rates and Its identlflcat'w 
nuriber (10)* The clerk Is careful to determine that preferred* limited standard* and 
substandard Items may be on hand and reflect different 10 numbers. The clerk then sets 
personal work targets to reconcile the on hand publications with the reviewed listing of 
required publications that has been developed* Even before accomplishing the reconciliation* 
the clerk already knows what the work target will be* The clerk has become goal oriented* 
feels job satisfaction in his accomplishments* and Is more willing to maintain the 
publications In \ state of readiness* 

Setting goals for a subordinate can assist the supply manaqer in his administrative 
duties* When subordinates have established goals* the manager will find It useful 1n his 
evaluation of the individual. The manager can better guide the subordinate towards goals by 
knowing where the subordinate should arrive at any given time. Using the goals that each 
Individual or section has. the manager can visualize where breakdowns may occur. Controlling 
and directing come Into play In correcting the breakdown and in steering the unit or 
Individual toward the objective* When group discussions are conducted with all the supply 
personnel on matters of goals completed and assignments of new goals* It will help each 
Individual toward a better understanding of their purpose In the section. It also assists In 
having a better overview of what Is going on within the supply section and unit as a whole. 



EXERCISE: Answer the following questions and check your responses against those listed at the 
end of this study unit. 

1. State how a goal oriented unit assists a subordinate. 



2* Describe how setting goals for a subordinate can assist the manager in his 
administrative duties. 



work Unit 4-5. MEASURING GOAL ACHIEVEMENT 

DESCRIBE THE THREE MET WO S USEO TO MEASURE GOAL ACHIEVEMENT* 



Once achieved by the subordinates, goals are reviewed for completeness and accuracy by 
the manager to insure that the unit Is headed In the right direction. The review of these 
goals helps predict possible breakdowns and provides the manager with the necessary 
Information In developing alternative solutions. The methods of measuring goal achievement 
are like that of controlling, Direct observation 1s used when the supply manager Is able to 
afford the time to closely supervise or evaluate the personal work targets of an Individual as 
the goal is beln$ accomplished. Reports can be provided to the manager by transactions 
processed or noncommissioned officers assigned responsibility for controlling a particular 
functional area. Record s t like reports, stem from the completion of transactions and are 
recorded on Internal unit records. 

All of these methods of measuring goal achievement provide the manager with the con- 
cise tools needed to properly manage by directing and controlling all functional areas toward 
the completion of goals and the accomplishment of objectives. 



EXERCISE: Answer the following question and check your response against those listed at the 
end of this study unit, 

1. Describe the three methods used to measure 90a! achievement, 

a. 



b. 



c. 



SUMMARY REVIEW 

In thfs study unit you have been taught the definition of a goal. You should now know 
the difference between a goal and an objective and how they relate to each other. You have 
seen how a goal oriented unit directs a unit towards Its objective and provides both the sub* 
ordinate and the manager with Insight of where they are going and evaluation of their 
accomplishments. 



Answers to Study Unit #4 Exercises 
Work Unit 4-1, 

1, Accomplishments needed to meet organizational objectives, 

2, Where you are going. 

3, A ooal 1s short ranqe whereas an objective is long range, 
Wdrk Unit 4-2, 

1, Facilitate achievement, 

2, A qoal oriented unit achieves results, whereas a task oriented unit disregards 
resul ts. 

Work Unit 4-3, 

1, Must be meaningful 
Result oriented 
Achleveable 

2, Simple 

Easily understood 
Accepted as necessary 

3, Unit 
Individual 

Work Unit 4-4, 

1. Helps subordinate set personal work targets, 

2, Useful In evaluation of Individual, 
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Work Unit 4-5. 



1* Olrect observation 
Reports 
Records 
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SUPPLY MANAGEMENT 



Review Lesson 

Instructions: This review lesson Is designed to aid you In preparing for your final 
examination. You should try to complete this lesson without the aid of reference 
materials* but if you do not know an answer* look It up and remember what It is. The 
enclosed answer sheet mist be filled out according to the Instructions on its reverse side 
and mailed to NCI using the envelope provided. The questions you miss will be listed wltn 
references on a feedback sheet (MCI-R69)> which will be mailed to your commanding officer 
wltn your final exam. You should study the reference materia) for the questions you 
missed before taking the final exam. 

A. Matching: In the group of Item below (Items 1 to 4)» matcn the function of management In 
column 1 with the appropriate definition In column 2. for each Item* select the ONE 
letter (a* b» c» or d) Indicating your choice. After the corresponding number on the 
answer sheet, blacken the appropriate circle. 

Value: 1 point each 

Column 1 Column 2 

function of management Definition 

1. Planning a. Regulating tne organization to ensure tne 

achievement of goaH and completion of the 

2. Organizing plan 

3. Directing b. Where you want to go and how you will get 

there 

4. Control ling 

c. To arrange elements Into a whole of 
Interdependent parts 

d. Activating the unit Into motion 

B. Multiple Choice: i^ect the ONE answer which BEST completes the statement or answers the 
question. After the corresponding number on the answer sheet* blacken tne appropriate 
circle. 

Value: 1 point each 

5. Two characteristics of a beneficial plan are that It must be clearly defined and be 
economical. What are the otner two characteristics? 

a. Accepted as necessary and uses specialists' expertise 

b. Simple and flexible 

c. Creative and logical 

d. Concise and brief 

6. What time period is associated with long term planning? 

a. More than one year c. five years or longer 

b. Two years or less d. Ten years maximum 

7. What management level H concerned with long term planning? 

a. Regimental corrmand level c. CMC and 000 level 

b. Squadron/battalion level d. first line supervisor level 

8. What managonent level Is concerned with short term planning? 

a. Regimental cooMnd level c. CMC and 000 level 

b. Squadron/battalion level d. first line supervisor level 

9. The period of time associated with short term planning Is 

a. more than five years. c. 1 mediate future. 

b. ten year maximum. d. more than one year. 
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10* What Is thft level of management of the supply cnlef? 

a* Regimental command le*;e1 c* CMC and 000 level 

b* Squadron/battalion level d* First tine supervisor level 

11* The two factors with which organizing Is specifically concerned are 

a* facts and opinions* 

b* Jobs and relationships ariOng people. 

c* motivating and demotlvatlng* 

d* understandablllty and acceptance as necessary* 

12* Two principles of organization are the need for unity of command and tne need to 
define the span of control* What are the other two? 

a* Homogenous assignments anc delegation of authority 

b* Clear division of authority and fostering speedy action 

c* Determining who must be consulted* and who must make a decision 

d* Easily understood and accepted as necessary 

13* Being simple* having a clear division of authority* and aiding speedy action are 
three advantages of a organalzatlon* 

a. FMF c* line and staff 

b* line d* base 

14* Freeing executives of detail analysis and using specialists* expertise are two 
advantages of a organization. 

a* FMF c* line and staff 

b* line d* base 

15* Conflicting with line of authority and precluding specialists from Implementing 
action are two disadvantages of a organization* 

a* FMF c* line and staff 

b* line d* base 

16* Negating the effort of specialists and overburdening key personnel are two 
disadvantages of a organization* 

a* FMF c* 11n- and staff 

b* line d* base 

17* How Is a unit put Into motion? 

a* By Issuing orders or Instructions 

b* By motivating underquallfled managers 

c* By using the reward/punishment principle 

d* By delegating responsibility 

18. What Is the one essential element to directing? 

a. Motivating c* Punishment 

b> Organizing d* Planning 

19* The prime demotlvator 1n directing personnel Is 

a* Inadequate organization* c» a technically unqualified manager* 

b* insufficient supplies* d* poor planning* 

20* The prime motivator In directing personnel Is 

a* financial reward* c* promotion* 

b» assignment of responsibility. d> reduced workload* 

2L When a manager assigns responsibility, what are the three advantages In developing 
subordinates? 

a* Motivation* knowledge* and skill c» Skill* selt~pr1de* and authority 
b» Initiative* skill* and conpetence d> Initiative* skill* and pride 
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?i . Experience* competence and the desire for responsibility are three factors a 

subordinate should have wh^n he Is assigned responsibility, W.tat are the ntber two 
f ict vs? 

a, 3e able to handle subordinates and Ttake go^j decisions 

b. Be skillful and f.oup^iit 

c. Use strong leadersMp principles and desire resp,m1hi Mty 

d, Not >>e overloaded with other work and possess .judgement faculties to ma<? 
dec tstons 

?3. Wrut ii t!i« essential characteristic a subordinate must have to operate effectively? 

a. Seniority oye<* subordinates c, Manager's i;onfii*ice 

h, Resorrt of s i!r)rd inates j. All necessary tools and supplies 

? 4, what must a manager *nvtre an Individual assigned a taV< *mi ? 

k Seniority over subordinates c, Desire to ck> the .loh 

L All relevant facts d, Experience 

tn assigning responsfbil ity* V>a nanaqer must allow for 

a. shorties 1n personal . c* enough time to accomplish tte tasV, 

h. \.\ck .»f t«Mlo-?1 JitO's, d, mistakes, 

?6, A manager may assign responsibility no further than 

a, the manager's limit of authority, 

b. the experience of the subordinate. 

t* those matters pertaining to supply operations, 
d, allowed by the rank of the Individual. 

27. What principal advantage does a manager obtain when he assigns responsibility to 
uthers? 

a. Improves skills of subordinates 

b. Demonstrates manager's abilities to subordinates 

c. Provides himself with more time for other tasks 
d* Gives increased productivity 

Thr^a r.bararteristfcs of an acceptable control are; 

a# simple* east ly unle^tood* ami accepted as necessary. 

fi, the right oeciston* the desired results are achieved* and additional action fs 
done as required. 

c. must be meaningful* result oriented* and achievable. 

d. clearly defined* flexible* and economical* 

?i, The amount and type of control is deternined by 

a. each Individual situation, c* the time limits imposed, 

^, your experience In this area. d, the n-rnfoer of subordinates assigned, 

30. When fs the control function implemented? 

a. Ouring performance of the task c. After the task Is completed 

b. during task planning d, During the organization phase 

31. What are the three means of control? 

Delegation of authority* meetings* and reports 
h 4 Oirect ob<w?rvat1on* reports* and records 
t:. Feedback, reports* ami meetings 

A^si^nlnq responsibility* records* and reports 

32. Personnel and inefficiency are tm forms of problems that will confront a manager* 
What is the other one? 

a* Equipment c* Enough supplies 

fi, Breakdown in operations d. Budget 
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VI, fle^ore a problem i:an i«* deHneJ* what must a manager initially acc.^nplish? 

a, Consult subordinate c« Analyze the situation 

h« Investigate the Facts d* Gather all relevant data 

M« Wnat two types of rtata are associated with problem solving? 

a, Tacts and opinions r« Logic and creativity 

b« Records and reports d« Logic ind suggestions 

35* Defining specifications is a point that must be considered in problem 

a, definition, c« analysis. 

4« ^evelooment* d« solution. 

Why must a manager develop more titan one solution to a problem?*. 

a, Tn consider alt the facts c« To acknowledge each subordinate 

b« To find the bast solution d« To evaluate individual performance 

37, What two traps does developing alternative solutions help a manager avoid? 

a. Excessive records and reports 

h, Plannirg for too short or too long a term 

c< Inaccurate feedback 

»i« OUIoiii and either/or solutions 

38. What an* th* three sources a manager can use to develop solutions? 

a, Jobs* relationships among people* and functions 

b« Records* reports* and directives 

r,« E<p*rience* logic* and creativity 

d« Initiative* skill* and C3np*t*nee 

3<*, Direction from higher authority and linitel naterials are two factors that limit a 
manager's discretion in developing alternative solutinns* What is the other one? 

a. Dry run of the solution c< Time 

b* Fiscal limitations d« Other duties 

40. The two barriers to a manager's creativity are 

a, fear and habit, c« organization and chain of cornnand* 

i>« <|)er1ence and Ingic* d. detailed analysis and use of specialists 

41. What two factors should a manager consider In choosing a solution? 

a, Will the soljtfon solve the problem* and are the means available. 

b< Is the decision the right one* and are the results being achieved, 

c« Is additional action required* and are all reports completed, 

d. Where documents come from* and where they go* 

42. In choosing tha best solution the two primary considerations are 

a, cost and manpower required* 

b, urgency and availability of funds. 
c< simplicity and flexibility. 

d, greatest results with least effort, 

43* The essential quality* In selecting the best solution* is that it must be 

a, logical « c« creative. 

b< f legible* d« economical < 

44. Two methods for obtaining feedback are 

a, personal checks and periodic reports, 

h< Increases in productivity aid effectiveness, 

c« units and individuals. 

d« directives and memorandums. 
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4^* In jtidit ion t* tolling trio manager whether toe decision is the rignt one and if tne 
desired results are being achieved, what question does feedback answer for tne 
manager? 

a* Was tne plan logical? c* Is additional action required? 

Is the plan economical? d* Will a report be required? 

Matching: In tne group of it**ns below (items 46 to 4Q) t match tne term In coulmn 1 witn 
the appropriate definition in column ?. for each item t select the ONE letter (a t b t c t or 
d) indicating your choice* At tor the corresponding number on the answer sneet* blacken 
tne appropriate circle* 

Va^e: 1 point each 

Column 1 

Term 



4h* Feedback 

4/» txttrnal communication 

4f*. Internal communication 

4<), Goal 



Column 2 
Definition 

a. Accomplishments needed to meet 
organizational objectives 

b» Means of finding out how the decision Is 
working 

c. Information traveling between your office 
and other offices 



d* Information traveling within your unit 

Multiple Choice: Select the ONE answer which BEST completes the statement or answers the 
question* After tne corresponding number on the answer sheet t blacken the appropriate 

■"ircle* 



7* lue: i point each 



^0* Wny should desks be strategically placed wltnin an office? 

a, Tu reduce office size to a minimum 

b* To produce a smooth flow of work 

c, To place personnel in order of seniority 

d* To aid the manager In observing workflow 

hi. tfiere should office equipment be located In an office? 



a* Toward the front of the office 

b* Toward tne rear of the office 

c* Near the customer counter 

d. Near the people who use It most 

h?* Poor liqhting nas an effect on 



a, planning and organization* c, productivity and effectiveness* 

b* records and reports* d, communications and movement* 

M* The major cause of backlogs in transaction processing is 

a* requests for unneeded m^erlal* c* uncompleted forms* 

d ♦ misrouting in document flow* d. communication with other offices* 

How does a flow chart aid the paper flow In an office? 

a* Arts as a model to show correct paper flow 

h, Prevents breakdowns 

c* Labels each work station with Its function 

d, Prevents lost transactions 



Wnat dues a desk top procedure tell you about documents? 

a, Tho major c tegorles under which they are filed 

b, Tht topics and organization of their subsections 
c* Where they come from and where they are sent to 

d. How they relate to the general workflow of the office 
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5b« What activity should demand most of a manager's time? 

a. Tratntng c« Communications 

b. Long range planning d« Organizing 

hi. The type of training that Is most freguently used In the Marine Corps Is 

a. formal schools. c. on-the-job training. 

b« correspondence courses. d. other service schools. 

$8. What Is the most critical factor In getting good results from on-tbe-job training? 

a. Intelligent students c» Well organized material 

*>« Qualified Instructors d« A gulet work area 

5<>« In tV> 11*t of the five basic steps for effective training* what Is the last step? 

a. Show them c. Tell them 
b> They show you d« Repetition 

50* What should a goal signify? 

a« yju are going c« How you are going there 

b. Vnsre you have heen d« The steps for getting th*re 

61. In relation to time* how does a goal compare with an objective? 

a. Goals are short range* and objectives are long range. 

b« Objectives are short range* and goals are long range, 

o. 3oth goals and tibj*ttW*s <1i?a1 *lth long range planning. 

d« 3oth goals and Objectives deal with short range planning. 

62* What Is the primary purpose for setting goals? 

a. To find out how well the plan Is working 

b. To help get the job done 

c« To assist In preparing reports of what has beon done 

d« To keep a record of how the job was done 

63, Why should a unit be goal oriented rather than task oriented? 

a, A goal oriented unit gets results. 

l>. A task oriented unit gets results* 

c« A goal oriented unit disregards results. 

1« A task oriented unit accomplishes the mission. 

64. The three characteristics of a goal are 

a. Initiative* skill* and competence. 
b« simple* clear authority* and aids speedy action. 
c« clear definition* simplicity* and flexibility, 
d« meaningful* result oriented* and achlevaMa. 

The three characteristics of a manager's order fc; a goal directed wit are that It 
be simple* easily understood* and 

a, flexible, c< written and published. 

b« accepted as necessary. d« approved by higher authority. 

ft>« What are the two types of goals a manager can ttse? 

a. Unit and Individual c« General and specific 

h t Imerilate and long ter-n d« Broad and narrow 

57* Hr>w rloas h<w1ng a goal oriented unit help subordinates? 

a. Makes their work easier 

b« Allows flexibility in job asslgnmMls 

c« Makes rating the work fairer 

d« Helps them set personal work targets 
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6a. How does setting subordinate qoals help the manager In his administrative duties? 



a* Helps him evaluate the subordinate 

b. C >**U priorities to** 'it.n 

c + Allocs for equal *ork distribution 

1, Perntts joli transfer rfhen ptfr^rroel are absent 

69* In addition to reports and rt>coril% f «hat Is the third method of m*asur1»>g goal 
achievement? 

a, 5,0, P t c t Efficiency ratings 

bt Turnover folder d, Direct observation 



Total Points: 69 
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COURSE IMPROVEMENT SURVEY 



The Marine Corps Institute would Appreciate your help in Improving the couroo you have Just com- 
plst+d. If you would take ^ minutes to complete the followl.* survey* we would have valuable 
Information to help us improve thie coulee. Your ensnare will bt kept confidential end will in 
no way effect your 9 redo* 



Course number 
< Optional) 



Rank 



HQS 



military Address (Optional) 

1. Did you find lneccureto or outdated information in this course? 



□ Yes p no 

Mat the areas you found inaccurate or out of date. Give page or paragraph it possible. 



How long did it take you to finish the coursi? 

Ql-5 houre Oxi-15 hours P More then 20 hours 

□fc~10 houre O Xb-zo hours 

Were the procedures taught in this course understa ndable and useful? P Yes 

If *HO>" how could they be Improved? i 



C**o 



Mow much of the material taught in this course can you apply to your 70b? 

PHone 



□ almost all 
P More than half 



□ Very tittle 

□ Less than half 



5. 014 /ou have trouble reeding or understanding the material in this course? QYes P No 
If *Veei**i explain 



*• Were the Illustrations In thle course helpful? 
If *»o*** how could they be improved? 



□ Yee PNo 



7. Put an *%* in a boa on the scale below to show how well you feel the lessons and the course 

materials prepared you for the final anamination. (On this seal* "10" indicates that the 

material prepared you very well* a *V indicates adequate preparation* and a "1" indicates very 
poor preparation*) 



very Poor 



Adequate 



Very Well 



ft 




10 






■ 



8. If you a 8 tad KCI for help< were the answers to your questions helpful? 

□ Yes Quo □ Mo question* sent to MCI 

». Please list below any suggestions you nay have to improve this coarse. Try to be specific) give 
psqe or paragraph lumbers. (Kou may also use the space on the back or attach additional sheete.) 



0 
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THE DIRECTOR 
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BOX 1775 
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ATTN: MOSTD 
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T4E-1 
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DATE? 



COURSE NUMBER . ''Z \" ~„ "* Cflggg TITtf 



HMC „I_ BAKK_7 „_ ^MtfT 



OCWK£re MILITARY ADDRESS: _ 



1* Use this form for ony tjuest ionn you may have about this course dnte out your question 
retor to the study unit, work unit, tiT study Ration which you having problems with* 
tiJTplcto the «clf -addressed UocK on tho reverse side. Before maihns fold the form and 
staple it so that fCl's iiddress is showing* Md*tii*ul sheets may Y*. ; tt4chod to thi side of 
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L AUTHOKim Title USC, Sec* 301, Use of your Social Security Number is authorised by 
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4, MANDATORY OR VOWF/TARY DISCtttfURE AM) EFFECT ON INDIVIDUAL NOV lUfAJTDING INFORMATION* 
Disclosure i.t voluntary, failure to provide information may result in the provision of inccm- 
plete service Uj ynur inquiry* Failure to provide your Social Security Number will delay the 
processing ol your assistance request* 
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